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ABSTRACT

Desrosiers, Erica Israelson. Ph.D., Purdue University, December 2001. Telework and
Work Attitudes: The Relationship Between Telecommuting and Employee Job
Satisfaction, Organizational Commitment, Perceived Organizational Support, and
Perceived Co-Worker Support. Major Professor: Dr. Rebecca A. Henry.
The present study investigates the relationship between employee telework and
work attitudes, including job satisfaction, organizational commitment, perceived
organizational support, and perceived co-worker support. A web-based questionnaire
was distributed to employees at five organizations. Surveys were completed by 1,350
employees. A positive relationship was predicted between telework and overall job
satisfaction, as mediated by perceived autonomy. Further, moderating effects of job
level were predicted for the above relationships. A negative relationship was
predicted between telework and perceived co-worker support, moderated by task
interdependence. It was also predicted that teleworkers would report higher levels of
affective commitment, and that this relationship would be mediated by perceived
organizational support. Finally, it was predicted that teleworkers would report higher
levels o f continuance and normative organizational commitment than non-teleworkers,
and that the telework-normative commitment relationship would be moderated by
employee exchange ideology. The predicted relationships received mixed support.
Time spent teleworking was found to be related to overall job satisfaction, and this
relationship was mediated by perceived autonomy. Employee job level had no
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moderating effects. Time spent teleworking was also found to be related to perceived
co-worker support, although the direction of the relationship was opposite what was
predicted and no moderating effect o f task interdependence was found. Teleworkers
did report higher levels o f perceived organizational support than non-teleworkers, as
predicted, although teleworkers did not report higher levels o f affective commitment.
Similarly, teleworkers did not differ from non-teleworkers on normative commitment,
and exchange ideology did not moderate the relationship. Finally, teleworkers
reported lower levels o f continuance commitment than non-teleworkers, contrary to
what was predicted. Explanation of results, study limitations, directions for future
research, and theoretical implications o f the present study are presented.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

1

INTRODUCTION

“I think teleworking is great - 1 do it one or two days a week. Every day I
telework I save over two hours in travel time. Plus, I can do little household chores,
like put in a load o f wash, in less time than it takes at the office to take the morning
coffee break” (Anonymous personal communication, 9/23/99).
The above quotation is from an employee who teleworks, or works from a
remote location other than the central office. Technological innovations have
allowed individuals the capability to work effectively from their homes (or other
locations) and communicate with their organizations and clients from these remote
locations. Equipped with a personal computer, a modem, a fax and a phone line,
many individuals can do their work from home. As one telecommuter has said, “My
office is wherever my computer is” (Langhoff, 1996, p. 19).
Although a lack o f definitional clarity plagues the area, often accounting for
widely discrepant estimates o f the number o f teleworkers in the U.S., this number has
been estimated to be as high as sixteen to nineteen million. This is an exponential
increase from the number o f teleworkers that existed even as recently as eleven years
ago - estimated at four million teleworkers in 1990 (Danhauser, 1999; Levine, 1998).
The number continues to grow. Telework expert Jack Nilles predicts that there will be
as many as 200 million teleworkers worldwide by 2016 (Naim, 1997).
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With this change in the work force, it is essential that we understand the
psychological implications and consequences of this type o f work arrangement. As
we learned from the Tavistock coal-mining studies (Trist & Bamforth, 1951),
technological developments and resulting changes in work methods and arrangements
may have unintended or unforeseen psychological consequences. These studies
highlight the importance o f examining the psychological implications for individuals
whose work is altered by developing technology and advancements.
The Tavistock coal-mining studies document the changes that resulted when
technology was introduced that changed the method o f coal-getting. Prior to the
mechanization, miners worked in extremely cohesive and interdependent small
groups. Co-workers developed long-lasting and stable relationships with one another
as they worked side by side. The small groups were autonomous and self-regulating.
Mechanization and technological innovation of equipment then altered the method of
work and the social structure and dynamics o f the miners. The new methods brought
about a radically different structure of work relationships among the miners. The new
systems required groups o f 40-50 men, each doing the same thing at the same time,
but no longer working together in the same sense as before. The cohesiveness of the
small, autonomous functional groups was terribly disrupted and their autonomy
impaired. The psychological awareness o f each other as individuals disappeared and
relationships were damaged. The result was increased stress, internal competition,
fighting, increased absenteeism, and unstable relationships. They felt a reduced sense
of identity within their group and pressure to look out just for themselves.
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The relevance of this work is that technological changes brought about
unexpected psychological implications for the workers. The “people” part o f the
equation is left out when others focus exclusively on the work products. It is for this
reason that we should be studying telework. Aside from the fact that lots of people are
beginning to adopt this work arrangement, we need to better understand the potential
implications for employees. Telework does not necessarily change the nature of the
work itself or the procedures used to accomplish it, but the technological
developments may have psychological outcomes through their effects on changes in
the physical and social work environment.
As technological developments have facilitated telecommuting as a work
arrangement, it is essential that we fully understand all of the potential implications.
This study is an attempt to further our knowledge in this area by examining the
relationship between telework and selected outcome measures. Specifically, the
variables examined in this study include employee job satisfaction, organizational
commitment, perceived organizational support, and perceived co-worker support.
These variables were selected for examination because they seem particularly relevant
to potential implications of telework arrangements. Further, in a comparison of
traditional office workers and teleworkers, this study focuses on those teleworkers
who work from home, particularly because that is the most common location from
which employees telework. It is hypothesized that working from home could have
implications for all o f these psychological constructs. With the number o f teleworkers
increasing so rapidly, this is an important area o f research that needs to be pursued.
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Technological developments and subsequent changes in work arrangements (such as
telework) may have important effects on psychological outcomes o f employees, and
should thus be investigated. This research could have theoretical implications as well
for the antecedents o f constructs such as job satisfaction, organizational commitment,
and perceived support.
The available empirical literature on telework is sparse and fairly fragmented,
due in part to differences in researchers’ definitions of telework. The following
sections will address this definitional problem and attempt to clarify which employees
should be classified as teleworkers. The various reasons for the explosive growth of
telework programs will also be addressed.
What is a Teleworker?
In the literature, a specific and functional definition of teleworkers is still up for
debate (Hone, Kerrin, & Cox, 1998; McCloskey & Igbaria, 1998; Van der Wielen,
Taillieu, Poolman, & Van Zuilichem, 1995). The definition used in this research is an
attempt to select the most logical aspects of existing definitions used by other
researchers and refine them in a way that seems appropriate. Thus, teleworkers
include individuals who are full-time or part-time employees of one organization, who
accomplish at least some o f their work from a remote location instead o f at the work
site or central office. This work may be facilitated through the use o f information
technology and personal telecommunications equipment. There are several aspects of
this definition that should be clarified.
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First, teleworkers are organizational employees. Whereas they may be full-time
or part-time, they work for an organization, and only one organization. They do not
work for themselves from home and nor do they contract themselves out for work with
multiple organizations. Teleworkers are considered organizational employees in the
same sense as traditional employees. McCloskey and Igbaria (1998) noted that this
employment relationship is one aspect in need o f clarification to arrive at a functional
definition of telework. They point out that many researchers have included homebased self-employed individuals in their definitions. Other researchers have taken the
same position that is advocated in this study - that self-employed individuals are not
teleworkers. These researchers have stressed that teleworkers need to be employed by
an organization. This position can be more easily justified, as self-employed
individuals are not really employees at all.
Second, teleworkers are substitutors rather than supplementers. In other words,
teleworkers are those who do a portion o f their work at a remote location, such as their
home, in lieu o f completing it at the work site (McCloskey & Igbaria, 1998). By
contrast, supplementors are those who supplement their normal office schedule with
additional work, usually done from home (McCloskey & Igbaria, 1998).
This aspect o f the definition is intended to exclude those employees who bring extra
work home to finish up on their own time. Teleworkers substitute a remote location
for the work site; supplementers are doing extra work, usually at home. This
distinction is important because many outcomes o f telework likely differ between
substitutors and supplementors. For example, McCloskey and Igbaria (1998) note that
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substitutors may limit their visibility and in-office presence more than supplementors.
Another reason that this is an important distinction to recognize is that it is a difficult
aspect to tap in research. Practically speaking, it is difficult to write questions that
make the distinction clear. Asking participants whether they ever do any work from
home would be answered positively by both substitutors and supplementors.
Finally, the remote location from which teleworkers complete their work need
not be their homes. McCloskey and Igbaria (1998) stress that this location aspect o f
the definition is also one that needs to be clarified. They point out that most
researchers have considered as telecommuters only those who work out of their own
home. Other researchers have also included individuals who work from satellite
offices, neighborhood work centers, airports, hotels, and client sites. This aspect of
location is essential to a good definition, as the outcomes and implications will likely
differ for these individuals with varying work arrangements.
Several researchers have also discussed a technological aspect o f telecommuting
as a necessary part o f a functional definition. McCloskey and Igbaria (1998) present
different researchers’ positions, some of which maintain that electronic transfer of data
must be present in order to be classified as telework. Others differ in what they feel is
required - some feel that computer technology is necessary, others feel that it is not.
It is the position o f this paper that the technological aspect o f the definition of
telework is unnecessary. The use of information technology is job-specific - required
for some types o f work but not for others. Just as teleworking is a work arrangement
rather than a job itself, a teleworker’s use o f information technology is dependent
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upon their type of work. Information technology for electronic data transfer is not
required by all types o f jobs that may be held by individuals who telework. Thus,
technology is not considered here to be a necessary aspect o f a telework definition,
although it is recognized that many jobs do require the use o f information technology.
Dimensions o f Teleworkers: A Proposed Typology for Research
Even those who may be classified as teleworkers according to the definition
given in the previous section may work under vastly different circumstances. These
differences are important to consider when studying the implications o f telework
arrangements on various outcomes. As research in this field matures, researchers need
to recognize that there are differences among teleworkers. Distinctions should be
made in the research to prevent all teleworkers from being studied as a single,
undifferentiated group. See Appendix A, Table 1 for a summary o f the dimensions
along which teleworkers may be differentiated.
One o f these dimensions is the amount o f time spent telecommuting (Feldman &
Gainey, 1997). Some individuals telework only occasionally, whereas others telework
full-time and rarely, if ever, go to the office. Others may telework two, three, or four
days per week. Merging all o f these teleworkers into one group can have
inappropriate research implications.
Another difference between teleworkers that should be recognized is the location
from which they work. Feldman and Gainey (1997) point out the need to distinguish
between those who work alone from home and those who work with other teleworkers
at a satellite office or neighborhood work center. Often these work centers are
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established by organizations to ease the commuting burden for a group o f employees
who live relatively far from the central work site location. In addition to employees
who work either from home or from a satellite station, other employees may have no
permanent office space, and work out o f various client sites and hotel rooms. Termed
“road warriors” (Langhoff, 1996), these individuals are also teleworkers.
Again, to study teleworkers without making the distinction between telework
locations is inappropriate because o f the potentially important implications. For
example, a teleworker who works from home may be affected by feelings of social
isolation, whereas a teleworker who works from a satellite office with other workers
may not have such feelings. Also, implications for work/family issues are likely to be
different depending on the location from which the teleworker works.
Another dimension along which teleworkers need to be distinguished is
formality of the system. Many employees have worked out an informal agreement
with their supervisor to telework one or a few days per week. Such employees
maintain their regular office space, and simply work from home on given days. Other
employees telework as part o f a formal program sponsored by the organization which
is usually accompanied by training for both the teleworking employees and their
supervisors. Often the move to formalize a program is made by the organization after
many employees are already teleworking informally. The potential implications o f
this distinction have not been explored but it is reasonable to hypothesize that some
consequences may differ for teleworkers depending on the formality o f the system.
For example, formal programs are often accompanied by training for both the
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teleworkers and their managers. Such training could have a positive impact on the
telework experience.
Feldman and Gainey (1997) suggest two additional dimensions along which
teleworking arrangements can be described. One dimension concerns the flexibility o f
working hours. While teleworkers claim flexibility to be one o f the primary benefits
o f their work arrangements, a portion of teleworkers must continue to work roughly
within traditional working hours. Others have more freedom to select the hours they
prefer to work.
The final dimension discussed by Feldman and Gainey (1997) concerns the
program initiative - whether the employee or the organization initiated the
teleworking arrangement for the employee. Most employees are not forced to
telework (Feldman & Gainey, 1997), and much of the prescriptive literature regarding
telework stresses the importance o f voluntary initiation o f such an arrangement. This
is primarily due to beliefs that teleworking is not appropriate for all individuals.
However, the opportunity to reap the valuable benefits o f telework (discussed later)
may motivate organizational decision-makers to strongly encourage or even force
employee participation in telework arrangements (Feldman & Gainey, 1997).
Reasons for the Drastic Increase in Telework
Although precise estimates o f the prevalence of telework are elusive, we can be
sure that many individuals are teleworking and that organizational telework programs
are growing at a rapid rate. During the past ten to fifteen years, many more
organizations have instituted formal telework programs, as well as support those
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employees who wish to telework informally. There are many reasons for the
explosive growth o f teleworking. While technological advancements have allowed
teleworking to be possible, other factors have driven the growth o f telework. These
reasons can be grouped into three overlapping categories - benefits for individuals,
benefits for organizations, and benefits to the environment and society.
The most commonly discussed benefit o f teleworking to individuals is that it
offers the ability to balance work and family life more effectively (Feldman & Gainey,
1997; Hartman, Stoner, & Arora, 1992; Horvath, 1986). Decreased commuting time,
often several hours per day (Pratt, 1984), allows for extra free time that can be spent
with family. Telecommuters interviewed by Hartman et al. (1992) indicated the
ability to spend more time with family as among the best outcomes they experienced
from telecommuting.
Teleworkers also enjoy increased flexibility in work time. Employees are
somewhat freed to complete their work on their own schedules and can work at the
times they feel most productive. These benefits may allow individuals to lead more
fulfilling and satisfying lives. They are able to pursue other interests and non-work
activities with their families to a much greater extent (Hartman, Stoner, & Arora,
1992; Salomon & Salomon, 1984). Additionally, employees have indicated that stress
associated with rush hour traffic is eliminated with telecommuting (Levine, 1998;
Rose & Parker, 1994; Salomon & Salomon, 1984).
Teleworking can also be very cost effective for individuals. Working from home
means less money spent on gas, tolls, parking, car maintenance, and possibly
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insurance and child-care (Horvath, 1986; Salomon & Salomon, 1984; Huws, Korte, &
Robinson, 1990). Telecommuting can also offer new parents the ability to keep
current with their jobs and careers without having to give up raising their children.
Organizations can also benefit greatly by implementing telework arrangements
for their employees. One major source o f savings for organizations with telework
programs is facility cost savings (Andriessen, 1991; Atkinson, 1985; Feldman &
Gainey, 1997; Gordon, 1986; Hamilton, 1987; Langhoff, 1996; Olson, 1988; Rose &
Parker, 1994; Salomon & Salomon, 1984). Organizations are able to reduce the
current office and parking space that is needed to house their employees, as well as
save on additional office space that may have otherwise become necessary in the
future. This results in substantial savings to organizations.
Another benefit to organizations is the ability to recruit and retain better
employees (Andriessen, 1991; Atkinson, 1985; Geber, 1995; Gordon, 1986, 1988;
Langhoff, 1996; McCloskey & Igbaria, 1998; Olson, 1988; Solomon & Templer,
1993). Many employees appreciate the opportunity to telework as a perk or benefit
and will join the organization to take advantage o f the arrangement. The organization
may also be able to recruit other top talents who are unwilling to relocate. In these
cases, not only does the organization recruit the best employees, but they save on
paying out substantial relocation costs as well (Atkinson, 1985). Once the top
employees are members o f the organization, the option to telework may keep them in
cases in which they would otherwise have to resign.
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Offering telework as an alternative work arrangement for potential employees
also expands the radius o f the labor pool to include the physically challenged, parents
with young children, and people with eldercare responsibilities (Crimando & Godley,
1985; Feldman & Gainey, 1997; Gordon, 1986; Hamilton, 1987; Hone, Kerrin, &
Cox, 1998; Langhoff, 1996; Pratt, 1984; Rose & Parker, 1994; Salomon & Salomon,
1984). Telecommuting also allows employees returning to work after a long illness a
more comfortable place to work (Crimando & Godley, 1985; Hamilton, 1987).
Opening up the pool o f potential employees to include top talent and those who
may otherwise not work can increase the organization’s productivity. Productivity can
also be enhanced through protection from time lost due to weather problems and other
natural disasters (Atkinson, 1985; Bailey & Foley, 1990; Langhoff, 1996; McCloskey
& Igbaria, 1998). Blizzards, earthquakes, hurricanes, and other natural disasters can
paralyze regions and affect employees’ abilities to travel to work. Having employees
who are able to work from home when transportation to work is impossible can save
the organization from substantial losses due to mass employee absences.
Organizations also implement telework programs because of the overwhelming
claims o f increased productivity. Teleworkers work longer hours (Atkinson, 1985;
Gordon, 1986; Hamilton, 1987; Langhoff, 1996) and claim to be more productive
during those hours. Companies measuring teleworker productivity report increases in
productivity o f between 2 and 40% (Atkinson, 1985; Hartman, Stoner, & Arora,
1992). In addition to claims o f working harder and better, employees who telework
also work more workdays, using two less sick days per year than traditional
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employees (Langhoff, 1996). There may be days when employees do not feel well
enough to go to work, but they are well enough to go into their home office and work,
occasionally retreating to the kitchen for some tea and chicken soup.
Although much o f the research regarding employee productivity suggests that
telework can have a positive impact, many o f these studies should be regarded with
caution. As Gordon (1988) accurately noted, “office-worker productivity
measurement is far from an exact science” (p. 116). Measuring the performance of
many teleworkers is typically much more subjective than productivity measurement of
factory workers or data entry clerks, for example. In addition, studies that assess
productivity by surveying teleworkers or their managers may be subject to
understandable motivational biases of workers who like the arrangement or managers
who gave their endorsement or approval for the arrangement. Nevertheless, the results
o f many studies (e.g., Atkinson, 1985; Hartman, Stoner, & Arora, 1992; Pratt, 1984)
certainly suggest a trend in the direction o f enhanced productivity. It does seem likely
that telework could have a positive impact on productivity, particularly if the task and
the work style of the employee are amenable to the arrangement.
A final benefit o f telework to many organizations is that it allows organizations
to come into compliance with the regulations o f the 1990 Employer Trip Reduction
amendment to the Clean Air Act (Feldman & Gainey, 1997; Langhoff, 1996; Rose &
Parker, 1994). Although the amendment was repealed before it came into effect,
many organizations established telework programs in order to satisfy its provisions.
Whereas trip reduction programs are not mandated in most locations, a bill signed into
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law in 1999 by President Clinton will allow many organizations to benefit from the
implementation o f such programs. The law implemented the start o f a federal
telework pilot program effective in five U.S. cities. The program is completely
voluntary, and organizations would receive “profit incentives” for reducing traffic
congestion and air pollution (International Telework Association & Council, 2000b).
A final cluster o f reasons that explains the growth o f telework has to do with
benefits to the environment and to society. With fewer individuals commuting, air is
cleaner and roads are safer and less congested (Conner, Fletcher, Firth-Cozens, &
Collins, 1993; Pratt, 1984; Rose & Parker, 1994; Salomon & Salomon, 1984). Other
benefits include reduced oil and energy use (Environmental Protection Agency, 1999).
The above discussion was intended to account for the prevalence and growth o f
telework programs in our society. Telework sounds like a great arrangement in which
everyone involved benefits. However, there are some potential disadvantages to
teleworking that concern many individuals. The following section discusses the dark
side o f telework.
The Dark Side
One fear preventing many from teleworking is that they will be overlooked for
promotions (Bailey & Foley, 1990; Hamilton, 1987; Langhoff, 1996). This is the old
“out o f sight, out o f mind” proverb. Related to this is the fear that they will be
perceived as less diligent and committed. Research has failed to justify this fear - in a
survey o f over 17,000 telecommuters, Pratt found that telecommuters were promoted
at a higher rate than traditional employees (Langhoff, 1996). Despite Pratt’s finding,
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this fear prevents many employees from teleworking. In a study conducted by AT&T,
they discovered that 60% o f those who wished to telework had not requested to do so
for fear that they would appear less committed to the organization (Langhoff, 1996).
Another potential downside o f working from home is feelings of social isolation
(Hall & Richter, 1988; Hamilton, 1987; Langhoff, 1996; Salomon & Salomon, 1984).
Many individuals need and appreciate the social aspects o f work - chatting at the
water cooler, taking group coffee breaks, and eating lunch with co-workers. For
many, the social aspect is one of the primary benefits o f work, one which is lost when
employees work from home. Aside from the purely social nature of such interactions,
such interactions also facilitate an informal information network to which the
teleworkers’ access can be restricted (Hamilton, 1987).
A further potential disadvantage o f telework is the flip side of what many
perceive to be an advantage - decreased commute time. Some have suggested that the
physical commute to and from work serves the important function of psychologically
transitioning individuals from their family role to their work role and vice versa (Hall
& Richter, 1988; Salomon & Salomon, 1984). In fact, Salomon and Salomon (1984)
discuss findings indicating that a 10- to 20-minute commute time is optimum.
Along similar lines, it has been noted that working at home blurs the boundaries
between home and work, and makes boundaries between home and work too
permeable (Hall & Richter, 1988; Salomon & Salomon, 1984). The lack o f clear
boundaries can increase both work and family stress (Hall & Richter, 1988; Langhoff,
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1996). Stress between family members may increase with all o f them spending more
time together within the same house.
The Research
The above discussion outlined many o f the reasons why telework programs have
become so prevalent in our society, as well as some potential disadvantages of
telework. Some factors discussed are obvious and need no empirical testing (e.g.,
decreased commuting time), but other claims (such as increased productivity) should
be demonstrated empirically if we are to rely on and leam from them. We will now
review the research to date on telework, focusing primarily on types o f studies rather
than particular variables investigated, and the problems with past research in this area.
One point which receives near unanimous agreement in the telework literature is
the lack o f much empirical research in this area, particularly high quality research
(e.g., Feldman & Gainey, 1997; Hone, Kerrin, & Cox, 1998; McCloskey & Igbaria,
1998). McCloskey and Igbaria (1998) conducted a thorough review o f the available
literature and noted the overwhelming presence of practitioner-oriented publications
and only 32 published empirical articles. A review o f the literature for the present
study confirmed this trend.
McCloskey and Igbaria (1998) organized the published studies into five
categories, each o f which addresses a different area o f inquiry. Their five categories
include pilot studies, usage studies, belief/perception studies, work attitude/outcome
studies, and studies addressing work and family issues. As these categories offer a
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useful framework to organize what little research has been conducted, the discussion
here will parallel McCloskey and Igbaria’s (1998) presentation.
Pilot studies are those which investigate the initial outcomes o f telework pilot
programs at organizations. While such studies are useful for exploratory purposes,
they are of limited value for several reasons. First, such studies are usually conducted
only within one organization. Another limitation o f most pilot studies is that they
often investigate simple outcome variables that are easy to track, such as absenteeism
and turnover. Pilot studies can be useful, but limitations o f most existing ones restrict
their usability and generalizability.
The second category o f studies discussed by McCloskey and Igbaria (1998) is
usage studies. These attempt to estimate the extent o f participation in telework
programs. The main problem associated with such studies was also mentioned - lack
of a common and accepted definition o f telework or teleworkers. Inclusion of homebased self-employed individuals will result in a much higher estimate than one derived
from inclusion o f only organizational employees who work away from the office.
Without a common definition, the resulting studies cannot be compared.
McCloskey and Igbaria’s (1998) third area o f studies include those which
address employees’ beliefs and perceptions. Beliefs and perceptions are gathered
from employees, managers, and supervisors who have not participated in telework
programs. Typically, employees in these studies are asked if they would feel socially
isolated if they worked from home, if they think their productivity would be affected,
and other similar hypothetical questions. Supervisors and managers may be asked
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what they expect the effects would be upon their employees. Such studies may be
useful for certain exploratory purposes. However, they cannot be used as evidence of
the effects o f telework. Asking individuals hypothetical questions about a work
arrangement with which they have no experience cannot be substituted for more
rigorous research that investigates genuine outcomes o f teleworkers.
McCloskey and Igbaria (1998) describe another area o f research that measures
the impact o f telecommuting on employee attitudes (such as job satisfaction) and
organizational outcomes (such as number o f hours worked or productivity). Others
investigate attitudes of both employees and managers. Several studies o f employee
attitudes will be reviewed in more detail in later sections. Limitations of the existing
studies in this area often call results into question and/or seriously limit their
generalizability. These limitations, many o f which are not unique to this group of
studies, will be discussed in more detail below. McCloskey and Igbaria (1998) also
note that many important work attitudes and outcomes have not been adequately
investigated. For example, they call for future research to address productivity, career
advancement, and stress. Research is indeed lacking in those areas, among others. As
noted, research has not adequately examined productivity issues, despite the numerous
claims o f increased productivity. Very few studies have examined career
advancement, stress, or important attitudinal variables such as organizational
commitment and perceived support.
The fifth category o f studies discussed by McCloskey and Igbaria (1998) focuses
on work/family issues. However, they argue that studies in this area have only weakly
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and superficially examined the relationship between telecommuting and work/family
conflict. For example, they note the distinction made in the work/family literature
between different dimensions of conflict and the direction o f conflict. Research on
telework with regard to work/family issues had not addressed conflict issues at that
level o f depth.
In addition to the superficiality of telecommuting studies o f work/family issues,
such studies are also weakened by more general methodological problems. Many
researchers in this area have noted the lack of rigorous research in this area. Overall,
the existing research has provided a basic foundation on which others can build. As
this is a relatively new field o f study, this initial and exploratory research is a good
place to start. However, the limitations, methodological problems, and relative
superficiality o f the research require us to pursue more rigorous investigations o f key
variables of interest.
Limitations of Past Research
McCloskey and Igbaria (1998) provide a thorough discussion o f the limitations
o f past telework research. These can be organized into two primary categories,
including definitional issues and methodological weaknesses, presented below.
The notion that researchers in this area have failed to adhere to a common
definition has already been discussed. This fundamental problem makes even the
simplest task o f estimating the number of teleworkers very difficult. In their paper,
McCloskey and Igbaria (1998) review aspects o f telework that contribute to
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differences in definitions. These aspects, including technology, location, employment
relationships, and the telecommuting structure, were reviewed earlier.
Where researchers stand on the definitional issues is not as important as the
practice o f reporting their own definition. If this is done, other researchers will at least
know what population the study addresses. In this respect, using one definition over
another is not a fatal flaw o f a study, rendering its conclusions invalid or highly
suspicious. However, the lack o f an accepted definition among researchers is a
problem in that the accumulation o f knowledge is hindered (e.g., via meta-analysis).
What is needed in this area is a telework typology that can serve as an organizing
framework for research.
Methodological weaknesses in past telework research are an even more serious
problem because they call results within the individual studies into question. The
primary methodological weakness discussed by McCloskey and Igbaria (1998) is the
use o f extremely small (and poorly constructed) samples. In fact, of the 32 studies
they reviewed, almost half had sample sizes of less than 70 individuals, limiting their
generalizability.
Another criticism of the research made by McCloskey and Igbaria (1998) is that
many studies do not control for extraneous factors that that may affect results. For
example, the authors note that job type and level o f telecommuting are not sufficiently
considered in the research and that these factors could have important implications for
the outcomes of telework.
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Many other studies are purely anecdotal or fail to use control groups of non
teleworkers. For instance, many studies investigating the impact of the telework
arrangement on individual productivity simply ask teleworkers and their managers if
they think the employees’ productivity is higher when working at home. Not only are
individuals less than perfect judges o f their own productivity, but teleworkers who are
happy with that arrangement may be particularly inclined to report that their
productivity has increased as a result o f it.
In sum, the research to date on the topic o f telework is limited in many respects.
A review of the literature spanning the three years since McCloskey and Igbaria’s
(1998) review confirms similar trends. The lack o f an accepted definition renders
many of the findings incomparable. In addition, methodological flaws such as small
samples, failure to control extraneous variables, and lack o f control groups limit the
knowledge we can take away from the current body of research.
Goal o f the Present Research
The present research is an attempt to further our knowledge and understanding of
telework by conducting a more rigorous and controlled study. The relation between
the amount o f time spent teleworking and several different individually and
organizationally relevant outcome variables were studied. This dimension o f
teleworking has been previously ignored in published research yet professed to be
important. The outcome variables investigated in the current study include job
satisfaction, organizational commitment, perceived organizational support, and
perceived co-worker support as it seems that telework arrangements could have
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implications for these constructs. It is hypothesized that teleworkers differ from non
teleworkers on these variables, and that some relationships between telework and the
dependent variables differ depending on the amount o f time spent teleworking.
The following sections review the relevant literature on the outcome variables
included in the present research. The research on telework with respect to each of
those outcome variables is also included.
Job Satisfaction
Job satisfaction may be defined as “a positive or negative evaluative judgment o f
one’s job or job situation” (Weiss & Cropanzano, 1996, p. 2). Although countless
studies have failed to demonstrate a link between job satisfaction and performance or
productivity (Iaffaldano & Muchinsky, 1985), job satisfaction is still considered to be
an important variable o f interest to organizations and individuals. At the most basic
level, people want to be satisfied, and given the choice, would rather be satisfied than
not. Given that, part o f our responsibility as psychologists is to understand what
makes people satisfied at work in an attempt to enrich the quality of work life for the
millions who must work for a living. Apart from the humane aspect o f the study of
satisfaction, this variable is also studied because o f its known links to other variables
considered essential to effective organizational functioning, such as absenteeism,
turnover, and organizational citizenship behavior (Motowidlo, 1984; Rosse & Hulin,
1985; Rosse & Miller, 1984; Scott & Taylor, 1985; Smith, Organ, & Near, 1983).
Researchers and practitioners examining the impact o f telework have focused
heavily on job satisfaction as an outcome, in part because so many believe that
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telecommuting has a positive impact on employee job satisfaction. Some o f this
research is of high quality, but there is also an overwhelming presence o f conclusions
based on low quality research or anecdotal evidence.
The following sections first discuss why we might expect telecommuting to have
an impact on job satisfaction. Evidence regarding the arrangement o f flexible work
scheduling is then presented as a conceptual parallel to telework to demonstrate
further how this relationship has been supported in another area. Finally, studies
conducted on the relationship between telework and job satisfaction will be reviewed.
Rationale for a Link Between Telework and Job Satisfaction
Much of the research and discussion surrounding telework assumes a positive
relationship with job satisfaction but inadequately tests the relationship and/or fails to
provide a theoretical rationale for such a relationship. This section reviews how
telework may be expected to be related positively to job satisfaction.
The Job Characteristics Model (Hackman & Lawler, 1971; Hackman & Oldham,
1975, 1976, 1980) suggests that it is the characteristics o f jobs which make them
motivating and satisfying. According to the model, to the extent that jobs possess the
proposed five core dimensions - skill variety, task identity, task significance,
autonomy, and feedback - they should lead employees to experience three critical
psychological states: experienced meaningfulness of the work, responsibility for the
outcomes o f work, and knowledge o f the results of work activities. Experiencing the
critical psychological states is in turn said to influence job satisfaction, internal work
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motivation, and work effectiveness. The relationships between the job dimensions and
the outcome variables are said to be moderated by individuals’ growth need strength.
Autonomy, defined by Hackman and Oldham (1976, p. 258) as “the degree to
which the job provides substantial freedom, independence, and discretion to the
individual in scheduling the work and in determining the procedures to be used in
carrying it out,” is the most relevant core job dimension within the context o f telework
as it is the one most likely to be affected by this work arrangement. Autonomy on the
job is said to lead directly to feelings of experienced responsibility for work outcomes,
which are said to lead to the various outcomes discussed in the model, including
employee job satisfaction.
Much research has tested this model. Whereas not all o f the research has
unequivocally supported the model, links between autonomy and job satisfaction have
been supported. The present research focuses primarily on this relationship between
autonomy and job satisfaction, although the Job Characteristics Model is reviewed
primarily because much of the research on the autonomy-job satisfaction relationship
has been conducted in the context of the larger theory.
A meta-analysis conducted by Loher, Noe, Moeller, and Fitzgerald (1985) found
the corrected correlation between job satisfaction and autonomy to be .46 across 28
studies. Similarly, other researchers (e.g., Fried, 1991; Fried & Ferris, 1987; Roberts
& Foti, 1998) have also found evidence supportive of the link between autonomy and
job satisfaction. Fried and Ferris (1987) reported the corrected overall correlation
between autonomy and job satisfaction to be .35. It is through this link that alternative
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work schedules or arrangements are suggested to have an influence on work attitudes
such as job satisfaction (Hone, Kerrin, & Cox, 1998).
Flextime. Autonomy, and Satisfaction
Telework arrangements may be expected to positively influence job satisfaction
through a positive impact on perceived autonomy (e.g., Hone, Kerrin, & Cox, 1998).
This explanation is similar to discussion in the literature regarding the alternative work
schedule o f flextime. This section will discuss the relevant findings from the literature
regarding flextime and autonomy, and explain why this relationship supports the
rationale for a positive relationship between telecommuting, autonomy, and job
satisfaction.
Flextime refers to a type o f alternative work schedule in which employees are
free to select starting and ending times for their work day from within a range o f hours
set by the organization. Often the employees are free to choose their own hours with
the only restrictions being that they are present for a set period o f core hours and that
they work a set number o f hours per day, week, or month. Flextime programs vary
greatly on numerous dimensions, affecting the actual flexibility they provide
employees, but all programs are designed to give employees some degree o f increased
autonomy and freedom in scheduling (Pierce, Newstrom, Dunham, & Barber, 1989).
In their discussion o f various alternative work schedules, Pierce et al. (1989)
note that even in its prime (late 1970s and early 1980s), flextime research did little to
address the process through which flextime influenced important outcomes such as job
satisfaction and productivity. Similar to research on telework, much research on
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flextime was anecdotal in nature or o f poor empirical quality. The bulk o f the research
also failed to offer conceptual explanations of how or why flextime influenced
employee attitudes and organizational behaviors (Pierce et al., 1989). In their book,
Pierce et al. (1989) attempted to address this deficiency by presenting several
theoretical explanations of how flexible working hours may affect employees, most o f
which center around the concept o f autonomy.
Most relevant to the effect on job satisfaction is the perspective that flexible
working hours contribute to better work adjustment, which in turn contributes to
higher job satisfaction. Work adjustment is defined as the level of congruence
between an individual’s needs and the extent to which those needs are met on the job,
as well as congruence between an individual’s abilities and the ability requirements o f
the job. Flextime is said to satisfy employee needs for autonomy and independence,
as well as needs to balance work and personal time. The autonomy offered by
flextime also allows individuals to select work times that better correspond to their
own personal circadian rhythms. Working at their own personal peak times gives
employees the opportunity to take better advantage of their own abilities, thus
facilitating a better match between their abilities and the ability requirements o f the
job, and enhancing work adjustment (Pierce et al., 1989).
The literature does provide support for the conclusion that flexible working
hours have a generally positive effect on employee job satisfaction, satisfaction with
work, and satisfaction with supervision (Pierce et al., 1989). A meta-analysis
conducted by Baltes, Briggs, Huff, Wright, and Neuman (1999) further concluded that
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flexible scheduling arrangements had overall positive effects on job satisfaction,
satisfaction with work schedule, performance, and absenteeism. However, the meta
analysis did not examine the mediating effect o f autonomy in these relationships.
Autonomy on the job can thus be hypothesized to link to job satisfaction in
several important ways. First, according to the Job Characteristics Model, autonomy
may lead to job satisfaction through feelings o f experienced responsibility for work
outcomes (although the model also proposes a moderating effect o f growth need
strength o f individuals). Autonomy may also contribute to increased feelings o f work
adjustment. These differing explanations offer varied theoretical explanations o f how
autonomy influences job satisfaction, but the perspectives may be seen as
complementary rather than mutually exclusive. In other words, autonomy may be
influencing satisfaction through feelings o f responsibility and through increased work
adjustment. However, many more studies have simply examined the relationship
between autonomy and satisfaction than have focused in depth on the mediating
processes (Fried & Ferris, 1987) and it is primarily this empirical evidence which
serves as the foundation for the hypotheses in the present research.
Telecommuting may be seen as a conceptually similar work arrangement to
flextime in that both arrangements have the potential to offer participating employees
increased levels o f freedom. The literature suggests that the level o f autonomy is
likely to be increased with working from home because the employee is less closely
supervised and has more control over their work hours and patterns (Shamir &
Salomon, 1985). Feldman and Gainey (1997) also suggest that telecommuting will
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likely increase autonomy because workers will be physically separated from their
supervisors and co-workers. They hypothesize that this physical separation will
substantially increase the telecommuter’s discretion as to how and when the work is to
be performed, and that this increased discretion will positively impact employee
attitudes and motivation.
Thus far, supporting evidence has been presented for a relationship between
autonomy and job satisfaction, and flexible work arrangements and job satisfaction.
In addition, a theoretical rationale has been offered to explain the link from flextime to
job satisfaction as mediated by increased autonomy. Several perspectives were also
offered to explain the mediating processes o f the autonomy-satisfaction relationship,
although work in this area is sparse. Telecommuting arrangements are suggested to be
conceptually similar to flexible work arrangements in that both arrangements may be
reasonably considered to offer increased autonomy and discretion to employees as to
the process and scheduling o f work. The following section reviews the relevant
research on telework, job satisfaction, and autonomy.
Research on the Telework-Satisfaction Relationship
This section reviews several studies that have examined the relationship between
telework and employee job satisfaction. As the reader will see, the quality o f the
studies varies greatly. This section will present the important findings and highlight
common flaws and limitations in this body o f research.
Bailey and Foley (1990) report the results o f a survey o f approximately 3,000
managers at Pacitic Bell. Participants were asked to report “their impressions o f the
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benefits and disadvantages o f telecommuting” (p. 51). The majority o f respondents
(more than 70%) felt that telecommuting could lead to increased job satisfaction.
Whereas those beliefs may be helpful to employees who wish to request a
telecommuting arrangement, such beliefs offer no empirical evidence regarding the
nature o f the relationship between telecommuting and satisfaction. It is likely
(although not clearly stated by the authors) that the majority o f managers in the study
had never even telecommuted themselves, nor supervised any employees who had
telecommuted. Simply because the respondents believe that telecommuting may
positively impact job satisfaction clearly does not mean that it really does have such
an effect. Such beliefs cannot be trusted - they need to be tested empirically.
Hartman, Stoner, and Arora (1991, 1992) measured telecommuter job
satisfaction as part o f a larger study focused on variables related to self-reported
telecommuting satisfaction and productivity. Examples o f variables investigated in
the study include satisfaction with the performance evaluation system, satisfaction
with the support received from supervisors, childcare feasibility, and family
satisfaction. Surveys were distributed to 262 teleworkers from 11 different public and
private organizations, representing industries as varied as telecommunications,
insurance, banking, publishing, and governmental units. Ninety-seven usable
questionnaires were returned, for a return rate of 37%. Most respondents were
classified as professional/technical (72%), although managerial (22%) and clerical
(6%) classifications were also represented. Sixty percent o f respondents were female.
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Whereas satisfaction with telecommuting rather than overall job satisfaction was
examined, they reported the satisfaction level to be quite high (3.6 on a 4-point scale).
However, there are several important limitations o f this study as well. No distinction
was made based on the location from which the respondents telecommuted, nor the
number o f days spent teleworking. Although they reported that the typical respondent
telecommuted from home two to three days per week, some may have worked from a
location other than the home, and some may have telecommuted more or less than the
typical respondent in the study. As discussed earlier, the amount o f time spent
teleworking and the location from which the employee teleworks can have potentially
important implications for various outcome measures. The most important limitation
of this study is that there was no control group. Thus, it is impossible to ascertain
whether employee satisfaction increased as a function o f telecommuting or whether
the satisfaction level o f telecommuters was any higher than that o f the traditional
office workers. However, the purpose o f the study was not to compare satisfaction o f
telecommuters and office workers.
Huws, Korte, and Robinson (1990) describe a comprehensive survey study of
teleworkers and their managers. The study investigates how teleworkers’ work is
structured and examines the importance o f different factors that impact the
teleworkers’ situations. Surveys were distributed to the managers in charge o f the
telework program at 14 organizations in Germany and the U.K. The industries
represented include software services, manufacturing, accounting, insurance,
typesetting, translation, and research, among others. Managers were asked to

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

31
distribute the telework questionnaire to teleworkers in their respective organizations.
Completed surveys were returned by 119 teleworkers (83% response rate). Follow-up
interviews were conducted with both managers and teleworkers. The teleworker
sample was 72% female and 58% o f the sample was in the 30-40 years age range
(16% below that range, 26% above that range).
As part o f the survey, teleworkers were asked to rate their satisfaction with
various aspects of their working arrangement (5-point scale; “very unsatisfied” to
“very satisfied”). The percentages given here indicate the proportion o f teleworkers
that reported that they were either satisfied or very satisfied on that dimension:
communication with employer (74%); work itself (90%); place of work (79%); leisure
time (55%); relationships with friends, etc. (70%); and life as a whole (87%). Overall,
self-reported satisfaction amongst teleworkers was fairly positive on numerous
dimensions. However, as with the Hartman et al. (1991, 1992) study described above,
the major limitation of this study (for purposes o f the current research) is the lack o f a
comparison or control group of in-office workers with which to compare results. In
addition, more than half the teleworkers were self-employed, and the majority o f the
teleworking sample (approximately two-thirds) worked only part-time. In fairness to
the study’s authors, their intent was not to compare job satisfaction levels of
teleworkers and nonteleworkers.
Ramsower (1985) also examined the effect of telecommuting on employee
satisfaction as part o f a larger study intended to assess many organizational and
behavioral effects o f telecommuting, such as communications, spatial-physical effects,
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work flows, work attitudes, use o f technology, job task changes, and performance. It
was intended to be a preliminary step toward further understanding the desirability of
telecommuting, whether telecommuting impacts job enrichment, and whether
individuals believe telecommuting is a beneficial arrangement. Manager perceptions
and other organizational effects were also examined.
Sixteen telecommuting employees and fourteen matched employees from five
organizations (and their managers) were interviewed, and they completed
questionnaires on three different occasions over a six-month period (pre
telecommuting, and 3 months and 6 months after starting the arrangement). Work
records were also examined. Telecommuting employees in the sample were selected
by their respective organizations to begin teleworking for the purposes of this study
(as well as to meet organizational objectives). The following job types were
represented by the sample: word-processing operator, editor, text developer,
programming developer, programmer/analyst, and program designer.
During the course o f the study, Ramsower noted that it became obvious “that the
experiences o f the telecommuting group largely depended upon the number o f days
per week that a participant spent working at home” (p. 57). Thus, the telecommuting
sample was split into subgroups o f full-time telecommuters, part-time telecommuters,
and an “unable” group (those who worked from home only occasionally and were
“unable to work actively at home,” p.57). There were 6 participants in the full-time
telecommuting group; they worked from home more than 4 days per week. The part-
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time group also consisted o f 6 employees; they telecommuted 2-4 days per week. The
“unable” group (n=4) worked from home less than 2 days per week.
Ramsower (1985) measured job satisfaction using the long form o f the
Minnesota Satisfaction Questionnaire, which assesses satisfaction on 20 dimensions of
the job. Whereas all subgroups of telecommuters reported lower satisfaction with
office working conditions as compared to their pre-treatment measures, other
differences (on four other dimensions) were specific to particular subgroups of
telecommuters. For example, only full-time telecommuters reported decreased
satisfaction with the ability to work alone on the job, job security, and the amount o f
variety on the job. Only the part-time group reported a decrease in satisfaction with
the ability to direct actions o f others. However, the part-time telecommuters reported
higher satisfaction with their ability to work alone. Strangely, the “unable” group
reported an increase in satisfaction on all of these dimensions, also including
satisfaction with the opportunities for advancement.
While the results are somewhat interesting, little explanation is offered to explain
these differences. Also, there was no direct measure of overall job satisfaction. Other
limitations o f the study are more serious. For example, with only sixteen
telecommuters in the treatment group, further dividing this group into three subgroups
produces very unstable and unreliable results. While Ramsower notes that differences
between subgroups were very apparent, the small sample size should prohibit firm
conclusions, and the author acknowledges this. Additionally, sex may have been a
confound, as all but one of the full-time telecommuters were female, whereas the
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majority o f the part-time telecommuters were male. This research reaffirms the need
for additional empirical work to assess more adequately whether differences exist
between telecommuters who work remotely to varied extents, and to base predictions
on theoretical underpinnings.
DuBrin (1991) and DuBrin and Barnard (1993) conducted a survey to investigate
job satisfaction and productivity among telecommuters and office workers.
Participants were data entry specialists working for a national marketing research firm
headquartered in New York. Their sample consisted o f 34 in-house employees and 34
telecommuting work-at-home employees. Satisfaction was measured with the short
form o f the Minnesota Job Satisfaction Questionnaire with 5 additional satisfaction
questions added about work arrangement.
They found no significant differences in overall job satisfaction between the
telecommuters and office workers, although they did find significant differences
between the two groups on several facets o f satisfaction relating to the work
arrangement. Specifically, telecommuters reported higher levels o f satisfaction with
working conditions, the opportunity to schedule their own working hours, the
opportunity to take care o f personal and family responsibilities, and the way co
workers get along with each other. In open-ended questions, home-workers also
reported autonomy in scheduling and planning tasks as a source o f satisfaction and an
advantage o f such a work arrangement.
Some important limitations o f this study must be noted. First o f all, the group o f
traditional office employees was primarily full-time workers, working an average of
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35.8 hours per week, whereas the work-at-home employees were primarily part-time
workers, working an average o f only 20.2 hours per week. This important difference
renders these groups essentially incomparable for study. In addition, all participants
(with the exception o f one home-worker) were female, the home-workers were
significantly more educated, and significantly more o f the home-workers had children
at home.
This study failed to find significant differences between home-workers and
office workers on a measure o f overall job satisfaction. It is possible that this lack o f
significant differences could be due to low statistical power as a result o f the small
sample size. However, some differences in satisfaction were discovered with
individual items relating more specifically to the work arrangement. It is also possible
that a lack of significant differences could be attributed to the underlying work
arrangements of participants - that home-workers were part-time workers and office
workers were full-time workers. There are too many other differences between these
two groups o f employees to conclude from this study that telecommuting has no effect
on overall job satisfaction. In addition, this study, similar to Ramsower (1985),
measured overall job satisfaction with the Minnesota Satisfaction Questionnaire,
computing the index o f overall satisfaction by summing a number o f individual facet
scores. This and other similar summed-facet measures o f overall satisfaction, while
popular, have been criticized as an inappropriate means to assess overall satisfaction
(Ironson, Smith, Brannick, Gibson, & Paul, 1989; Scarpello & Campbell, 1983).
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Simply summing people’s individual facet scores does not take into account their own
implicit weighting schemes o f the different facets.
Olson (1989b) reported the results of an evaluation o f three telecommuting pilot
programs. Computer professionals were assessed on numerous work attitudes before
the start o f the program and again six months later. Telecommuters worked from
home two to four days per week. Results showed no changes in job satisfaction for
teleworkers over time. The only observed differences were increases on two
dimensions o f satisfaction for the control group of in-office workers, which were
likely unaffected by other office workers telecommuting. One limitation o f this study
is the small sample size - only 17 teleworkers and 15 control participants. In addition,
the majority o f teleworkers knowingly had the arrangement only temporarily, until the
conclusion o f the pilot. Perhaps because of this temporary nature, many teleworkers
also had inferior equipment when working from home, possibly making the
completion o f work more difficult.
Hill, Miller, Weiner, and Colihan (1998) examined the impact o f telework on
employee satisfaction or “morale,” among other variables, including productivity and
work/life balance. The study involved 89 teleworkers and 157 in-office workers.
Using a multi-method approach (including interviews and surveys), the researchers
found mixed evidence for the effect of telework on satisfaction. Their qualitative
analysis revealed a positive effect for morale, but this effect failed to be supported by
their quantitative analysis.
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When interviewed, teleworkers were asked to comment on specific examples of
the advantages and disadvantages of mobility to their work life and to their
personal/home life. Comments were organized by themes, such as themes related to
productivity, morale, teamwork, flexibility, and work/life balance, and then coded as
either favorable or unfavorable. Nearly all employee comments about morale were
favorable. Results for comments categorized into the flexibility theme were even
more positive - there were more than seven times as many comments made regarding
flexibility than there were for morale, every one favorable.
Quantitative analysis also supported the hypothesis that teleworking is associated
with greater levels of flexibility in the timing and location o f work. However,
quantitative analysis revealed no significant effects for morale. This discrepancy
could possibly be explained by telework having a positive impact on satisfaction, but
only for a small number o f people. The comments about morale were almost all
positive, but the actual number of comments regarding morale was relatively small
compared to the other categories. So, it could be reasoned that teleworkers did not
perceive a negative impact at all from the arrangement but only a few perceived that
the arrangement had a positive impact on their job satisfaction or morale.
One primary limitation o f this study is that all teleworkers are lumped together
into one group without any differentiation. They may have worked from any of a
number o f locations, including their homes, customer sites, and shared company office
space. No distinctions were made based on the location from which the individuals
teleworked or how often they came into the office to work in the shared office space.
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The teleworkers in this study may also differ from other teleworkers who retain their
own personal office space even when telecommuting. The teleworkers in this study
had to give up their own space.
Summary o f Satisfaction Research
The preceding pages have presented discussion o f why one might expect to find
a positive relationship between the amount of time spent teleworking and employee
job satisfaction, and why we might expect this relationship to be mediated by
perceived autonomy. Flextime, seen as conceptually similar to telework, has been
shown to be related positively both to autonomy and job satisfaction, although the
mediational model has not been explicitly tested. Some evidence and theorizing also
suggests a link between telework and perceived autonomy. Evidence regarding the
link between telework and job satisfaction is somewhat mixed and inconclusive, due
in part to the nature o f the studies. For example, several studies presented here have
used small or inappropriate samples, consisting o f part-time workers, self-employed
individuals, or participants in a temporary pilot program. Other studies have no
control group and only measured the satisfaction o f teleworkers. Another important
limitation is the failure to make finer distinctions between teleworkers based on time
spent teleworking or location from which individuals teleworked.
What remains to be investigated is the relationship between telework, perceived
autonomy, and job satisfaction, with telework measured along a continuum rather than
dichotomously. Another factor that should be taken into account is the effect o f job
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level. In the section below, the potentially moderating role o f job level will be
discussed.
Job Level as a Possible Moderator
There is some evidence to suggest that an employee’s job level may moderate
the relationship between telework and job satisfaction. Specifically, job level may
impact the perceived autonomy from a telework arrangement. Job level does not refer
to the content o f the job but rather to the individual’s place in the organizational
hierarchy, and their position in the organization with respect to how many levels are
above and below them. This section reviews evidence from the literature on flextime
and telework regarding the potential impact o f job level.
The meta-analysis on flextime referred to earlier by Baltes et al. (1999) found a
strong effect o f flextime on satisfaction for general employees but no effect for upper
level professional managers. The authors reasoned that higher-level employees would
be less affected than would general employees by schedules allowing them more
autonomy, as higher-level employees already enjoy quite a bit o f freedom in their
schedule.
In the literature on telework, researchers have also made this suggestion - that
employees in high level jobs already enjoy quite a bit o f autonomy, so they would not
be as drastically affected by the increased flexibility as would lower level employees.
A perception study conducted by Van der Wielen, Taillieu, Poolman, and Van
Zuilichem (1995) also suggested that job level affects the incremental benefits gained
from telework arrangements. They separated respondents by salary level [low salary
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workers were primarily clerical workers; high salary workers worked primarily on
policy preparation and development], and noted that respondents in the low salary
group placed much more emphasis on increased autonomy as an expected benefit o f
telework than the higher salary group. In general, the lower salary category expected
more advantages from a telework arrangement than the higher salary category,
presumably because their normal jobs and work arrangements allow less autonomy
and freedom. These employees were reported to have the most positive attitudes
toward a telework arrangement. The high salary category “confirmed the advantages
o f telework but expected fewer additional benefits from telework for their own work”
(p. 279). Although the merits of a perception study may be few, the evidence does
suggest an avenue o f research worth pursuing.
Olson and Primps (1984) investigated the further possibility that job status
influences whether teleworkers experience a change in autonomy. Results are based
on unstructured interviews with employees and managers from fourteen companies
running telecommuting pilot programs and six companies in which informal home
work is common. Contrary to the findings and suggestions above, the authors found
that lower level clerical employees experienced less autonomy because o f the
implementation o f more formal control procedures, such as more stringent policies.
Several o f these organizations also moved to an hourly or piece-rate system for these
employees, essentially changing the nature o f the job. The professional employees
experienced more autonomy with the new arrangement.
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On closer examination, the findings o f this study may not be contrary. First,
changing the nature o f the job and the way employees are compensated confounds the
results o f the study. It seems likely that the change from hourly to piece-rate pay
would result in decreased autonomy regardless o f whether the employee worked in the
office or from home. Also, it may be that mid-level jobs experience the greatest
degree o f autonomy from a telework arrangement. These individuals are
professionals, yet not managers. Managers and above may not experience more
autonomy with telework because they already experience quite a bit o f autonomy in
their normal job arrangement. Low level employees, such as workers in clerical or
administrative positions may experience less autonomy with telework because they
may be supervised more closely, checked up on more frequently, or have their job
performance monitored with more constancy. Thus, the effect o f job level on
experienced autonomy from telework may not be simple. Also, when studying job
level, one must make it explicit what levels are studied because what is considered low
level in one study may be considered mid-level in another. This lack o f comparability
of levels across studies also makes it difficult to resolve what may appear to be
inconsistent or conflicting results.
In sum, some evidence from the flextime literature suggests the utility of
investigating the potentially moderating effects o f job level. Specifically, an
employee’s job level may impact the amount o f increased autonomy he or she feels
from a telework arrangement. Employees at high levels, such as those at a managerial
level or above, may not be strongly affected by telework because their jobs already
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afford them a great deal o f autonomy, freedom, and flexibility. Mid-level professional
employees will likely experience increased autonomy with telework. As for low-level
employees, such as administrative or clerical workers, their autonomy may increase or
decrease with telework, depending on actions taken by management. If new stringent
controls are enforced, their autonomy is likely to decrease, but it would be difficult to
tease apart the effects of different causes (e.g., working from home, new policies).
The next sections focus on different outcome variables that may be affected by
telework arrangements. Perceived organizational support, organizational
commitment, and perceived co-worker support will be defined, relevant research
reviewed, and rationale will be proposed for why telework might be expected to
impact these variables.
Perceived Organizational Support
Eisenberger, Huntington, Hutchison, and Sowa (1986) suggested that employees
form global beliefs about their employing organization regarding the organization’s
commitment to them. They termed this global belief “perceived organizational
support,” and defined it as an employee’s “global beliefs concerning the extent to
which the organization values their contributions and cares about their well-being”
(Eisenberger et al., 1986, p. 500). They proposed that employees form these beliefs in
part to infer the organization’s willingness and readiness to reward work effort.
Numerous studies provide evidence for the construct validity o f perceived
organizational support. For example, studies o f the scale developed to assess
perceived organizational support (Survey of Perceived Organizational Support;
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Eisenberger et al., 1986) have repeatedly demonstrated the unidimensionality of the
scale (e.g., Eisenberger et al., 1986; Eisenberger, Fasolo, & Davis-LaMastro, 1990;
Hutchison, 1997b; Shore & Tetrick, 1991). Perceived organizational support has also
been shown to be distinguishable from other similar constructs such as perceived
supervisory support (Hutchison, 1997b; Kottke & Sharafinski, 1988), affective and
continuance commitment (Eisenberger et al., 1990; Settoon, Bennett, & Liden, 1996;
Shore & Tetrick, 1991), job satisfaction (Eisenberger, Cummings, Armeli, & Lynch,
1997), and organizational dependability (Hutchison, 1997b). Regarding its
consequences, studies have demonstrated the positive relationship between perceived
organizational support and employee attendance (Eisenberger et al., 1986),
conscientiousness in carrying out conventional job responsibilities (Eisenberger et al.,
1990), innovation (Eisenberger et al., 1990), citizenship behaviors (Shore & Wayne,
1993), and self-reported effort (Orpen, 1994).
Eisenberger et al. (1986) suggested that employee perceptions o f organizational
support are influenced by actions taken by the organization that convey sincere praise,
approval, and positive evaluations o f the employee. Further research demonstrated the
importance o f the discretionary nature of such actions (Eisenberger et al., 1997).
Specifically, in order for organizational actions to have a positive impact on perceived
organizational support, employees must perceive such actions as discretionary and as
conveying a positive evaluation. Some organizational actions result in favorable
outcomes for the employee and enhance their job satisfaction (e.g., raises mandated by
a change in minimum wage), but these actions are only perceived to be a sign o f
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positive evaluation of the employee (and thus support) if the actions are seen as
discretionary.
Involuntary telework programs require mandatory participation on the part o f
employees and, although they may be seen as discretionary by the organization, would
not likely be viewed by employees as connoting a positive evaluation. Thus, such
programs would not be expected to lead to enhanced perceived organizational support.
However, the majority of telework arrangements are voluntary - either part o f a
formal program or through informal arrangements with a supervisor. In both cases,
employees’ supervisors must generally consent to the arrangement for the employee.
If an employee expresses the desire to telecommute and the supervisor consents, the
employee may feel that the consent is equivalent to implicit praise, approval, and a
positive evaluation of the employee’s performance thus far. Employees who are
permitted to work from home are trusted to work diligently in the absence of direct
supervision, and trusted to be competent and knowledgeable enough to complete the
work successfully without supervision. Thus, supervisory approval of the
telecommuting arrangement can be seen as a vote o f confidence and trust, certainly
signifying a positive evaluation o f the employee. According to Eisenberger et al.
(1986), it is this feeling of positive and discretionary actions o f the organization that
lead to feelings o f perceived organizational support.
A search of the literature uncovered no studies addressing the direct relationship
between telework and perceived organizational support. Only one study was found
that examined this issue indirectly. Trent, Smith, and Wood (1994) looked at the
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impact o f telecommuting on employee stress and perceived social support. Although
differences in perceived organizational support were neither hypothesized nor
discussed, they did report significantly different means for one item labeled “company
supportive.” On a five-point scale, traditional office workers had a mean o f 2.0
(n=l 1), the work-at-home group had a mean o f 2.8 (n=8), and teleworkers had a mean
o f 3.7 (n=15). The distinction between the teleworkers and home-workers is unclear,
but the means o f both groups were significantly higher than the mean o f the group of
traditional office workers. It is hopeful that such differences were detected despite the
small sample size, yet firm conclusions should be avoided based on a single smallsample study.
In sum, both theory and research suggest that positive and discretionary
organizational actions enhance employee perceptions o f organizational support to the
extent that they convey praise, approval, and positive evaluations of the employee.
Reasoning would further suggest that organizational policies and supervisory actions
that permit employees to telecommute would symbolize praise, approval, and positive
evaluations. Thus, the current study investigated the relationship between
telecommuting and perceived organizational support.
Numerous researchers have investigated the link between perceived
organizational support and organizational commitment, so this variable will be
addressed next.
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Organizational Commitment —A Three-Component Model
Employees’ attitudinal attachment to their employers is what we commonly refer
to as organizational commitment. Early researchers o f this construct considered it to
be a unidimensional construct, although what was meant by the term commitment was
not always consistent. Most researchers (e.g., Mowday, Steers, & Porter, 1979)
defined organizational commitment in terms o f affective attachment to the
organization and identification with and involvement in the organization. Other
researchers conceptualized commitment in terms o f feelings of investment in the
organization, such that individuals felt they would suffer substantial loss if they left
the organization (e.g., Becker, 1960). Although less common, still other researchers
conceptualized commitment as a feeling o f moral obligation and responsibility to
remain with the organization (e.g., Wiener, 1982). More recent work, primarily by
Meyer and Allen (1991), has fostered a widely accepted view that commitment should
be understood as multidimensional in nature, as all forms o f commitment described
above should be recognized as distinct components o f the organizational commitment
construct.
Meyer and Allen’s (1991) three-component model o f organizational commitment
makes a clear distinction between the three different forms o f organizational
commitment discussed above, namely affective commitment, normative commitment,
and continuance commitment. They define organizational commitment as “a
psychological state that (a) characterizes the employee’s relationship with the
organization, and (b) has implications for the decision to continue or discontinue
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membership in the organization” (p. 67). It is the nature o f this psychological state
that differs across the three components of commitment.
Affective commitment is described as an affective “attachment to, identification
with, and involvement in the organization” (Allen & Meyer, 1990, p. 1). Employees
who feel this type o f commitment are described as those who stay with the
organization because they want to; these employees enjoy and are pleased with their
membership in the organization. These employees are also said to accept the
organization’s goals and values (Lease, 1998). Continuance commitment is associated
with a perceived cost of separating from the organization. These employees stay
because they feel they need to stay. Employees who feel normative commitment feel
obligated to stay with the organization, staying because they feel they ought to, and
because they feel “a sense of loyalty or obligation to the organization” (Lease, 1998, p.
155).
Meyer and Allen describe these three components as conceptually independent
in that employees may experience various levels of all forms o f commitment, and the
components are said to develop from different experiences as well as result in different
implications for job-relevant outcomes. For example, it is suggested that affective and
normative commitment should be positively related to job performance and
organizational citizenship behaviors whereas continuance commitment should be
unrelated or negatively related to those variables (Meyer, Allen, & Smith, 1993).
As mentioned, Allen and Meyer (1990) proposed different antecedents for the
three components o f commitment. Affective commitment is suggested to develop
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primarily through positive work experiences that “fulfill employees’ psychological
needs to feel comfortable within the organization and competent in the work-role”
(Allen & Meyer, 1990, p. 4). Meyer, Allen, and Smith (1993) explain that “employees
whose experiences within the organization are consistent with their expectations and
satisfy their basic needs tend to develop a stronger affective attachment to the
organization than do those whose experiences are less satisfying” (p. 539).
Continuance commitment is proposed to develop dually out of an individual’s
perceptions of a lack o f equally attractive available alternatives as well as his or her
perceptions that he or she has a vested interest in staying with the organization.
Perceived accumulated investments may stem from such factors as tenure or seniority,
pension plans, and organization-specific skills.
Normative commitment is proposed to develop out o f an individual’s
socialization within the family and the organization. For instance, if the individual
was raised to believe in remaining obligated and committed to a single organization,
the individual is likely to develop higher levels o f normative commitment to his or her
organization. Similarly, normative commitment may also be affected by socialization
within the organization - organizational practices that convey the organization’s
expectation o f their employees’ loyalty will help to foster normative commitment.
Normative commitment is said to develop also “through the receipt o f benefits (e.g.,
tuition payments or skills training) that create within the employee a sense of
obligation to reciprocate” (Meyer, Allen, & Smith, 1993, p. 539).
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Numerous studies provide supportive evidence for Meyer and Allen’s threecomponent model o f commitment. Several factor analytic studies o f the scales
developed by Meyer and Allen have demonstrated the distinctiveness o f the three
components (e.g., Allen & Meyer, 1990; Dunham, Grube, & Castaneda, 1994;
Hackett, Bycio, & Hausdorf, 1994; McGee & Ford, 1987; Meyer, Allen, & Gellatly,
1990; Shore & Tetrick, 1991). Additional studies have provided evidence that the
components correlate differentially with proposed antecedents, such as job and
organization quality and perceived alternatives (e.g., Allen & Meyer, 1990; Meyer &
Allen, 1984; Meyer, Bobocel, & Allen, 1991; Shore & Tetrick, 1991).
The following section reviews some researchers’ and managers’ unexplored
hypotheses and expectations for the anticipated effects o f telework on organizational
commitment. Following that, the work empirically investigating the relationship
between telework and organizational commitment will be presented.
Telework and Organizational Commitment
Very little research examines the relationship between telework and
organizational commitment. The few studies that have tend to examine organizational
commitment as a unidimensional construct (e.g., Olson, 1989b). As commitment is
now widely accepted to be multi-faceted (Meyer, Allen, & Smith, 1993), researchers
should study it as such, and always be clear about the type of commitment they
purport to investigate. As most researchers seem to be referring implicitly to the
affective component when they refer to commitment (judging by the measures used),
this component will be reviewed first.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

50
Affective commitment and telework. Researchers and managerial decision
makers have taken two different positions on the expected effects o f telework on
affective commitment, such that some have hypothesized a positive effect and others a
negative effect. Those who expect a negative effect stress the impact o f physical
distance on the telecommuting employee’s psychological attachment to and
identification with the organization. For example, Feldman and Gainey (1997) have
claimed that “one of the potential downside risks o f telecommuting is that employees’
commitment to the organization might decrease the longer their physical absence from
the office and the more extensive their lack o f social contact with others in the firm”
(p. 383). Similarly, Atkinson (1985) has said that “it is thought that if employees do
not report to a central location day after day to continually be inculcated with
corporate values and the need for loyalty, they will lose interest in their employers and
become easy targets for competing employers,” although he disagrees with such
thoughts (p. 105). Finally, Van der Wielen, Taillieu, Poolman, and Van Zuilichem
(1995) also implied that telework could have negative implications for organizational
commitment. Those authors claim that “whenever members of an organization spend
little time with each other, questions can be raised concerning the identification of
workers with organizational goals. Low commitment o f workers might result in them
pursuing personal goals that interfere with the ‘mission’ o f the organization” (p. 268).
There is also strong intuitive reason to believe that telecommuting could have a
positive effect on employee commitment to the organization. These reasons stem
primarily from being given the opportunity to have a work-scheduling arrangement
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that is desired by the employee, so this line of argument would thus apply only to
employees who voluntarily decided to telecommute.
Affective commitment is said to develop primarily out o f positive work
experiences consistent with their expectations and satisfying their basic needs. These
employees feel their personal goals and values are congruent with those o f the
organization. Employees given their desired opportunity to telecommute likely feel
their needs are satisfied and the organizational value system is consistent with their
own. Employees who telecommute for personal reasons are likely to feel that the
organization values their needs as individuals, a value which they are likely to share.
Similarly, employees who wish to telecommute for environmental reasons and are
encouraged to do so by their organization will likely feel that they share the same
environmental-conscious values of the organization.
Additional reasoning to suggest a positive link between telework and affective
commitment comes from the literature on perceived organizational support. Although
there is no research to date supporting a relationship between telecommuting and
perceived organizational support, the above discussion provided a theoretical rationale
for such a relationship. If that relationship were demonstrated empirically, it would
serve as support for the suggestion o f a positive relationship between telework and
affective commitment through the link of perceived organizational support. Evidence
from numerous studies has suggested perceived organizational support to be an
antecedent o f affective organizational commitment. Eisenberger and colleagues
(1986) suggested that feelings o f being valued and cared about by the organization
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(i.e., perceived organizational support) could satisfy employee needs for praise and
approval, causing the employee to “incorporate organizational membership into selfidentity and thereby develop a positive emotional bond (affective attachment) to the
organization” (p. 501).
Later work by Eisenberger and his colleagues (1990) found evidence supportive
of perceived organizational support as an antecedent of affective commitment to the
organization. Employees with a high level of perceived organizational support
reported higher levels o f affective attachment to the organization, as measured by
Meyer and Allen’s (1984) affective commitment scale. Settoon, Bennett, and Liden
(1996) also found a significant positive relationship between perceived organizational
support and affective commitment. Hutchison and Garstka (1996) found that positive
aspects o f performance appraisal affected affective commitment indirectly through
effects on perceived organizational support. Similarly, Hutchison (1997a) found that
perceptions of support resulting from organizational actions had direct positive effects
on affective commitment to the organization. The perceptions of support are said to
create an affective attachment to the organization by making employees feel valued.
They reciprocate with an emotional bond to the organization. Thus, the theory and
findings presented here further explain why voluntary formal or informal telework
arrangements would be expected to have an effect on affective commitment, at least in
part through their effect on perceived organizational support.
As previously mentioned, research regarding telework and organizational
commitment is sparse. Research on flextime and organizational commitment provided
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evidence that organizational attachment appeared to increase as employee schedules
became increasingly flexible (Pierce et al., 1989). However, although flextime is
conceptually similar to telework in some ways, flextime schedules do not create
additional physical distance between the employee and the central organizational
location. As the main argument for the negative effect of telework on commitment is
based on this physical distance, flextime comparisons may not be entirely appropriate
here. Although flextime arrangements create times when not everyone is there at
once, almost all arrangements call for a band of core hours every day during which
everyone must be present, and people still go into the office every day to be inculcated
with the organization’s culture and values.
Olson (1989b) examined organizational commitment among teleworkers,
although assessed as a unidimensional construct. As her measure o f commitment was
most closely aligned with the affective component o f commitment, her results will be
reviewed here briefly. Olson found no significant differences between teleworkers
and traditional office workers, but the teleworker group consisted mostly of
supplementers rather than substitutors, as noted previously when this study was
discussed with reference to job satisfaction.
Ramsower (1985) also assessed organizational commitment as part of a larger
study (reviewed earlier), suggesting that telecommuting may have adverse effects on
organizational commitment due to reduced identification with the company and
decreased organizational loyalty. No differences were found, however, and it remains
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unclear how commitment was actually operationalized in the study. This study is also
to be regarded with caution due to the extensive limitations discussed earlier.
Elder and Smith (1999) also examined the effect of telework on organizational
commitment, appropriately measuring the commitment construct consistent with a
multidimensional perspective as suggested by Meyer and Allen (1991). Their
rationale and findings for continuance and normative commitment will be presented
later. Participants were 41 teleworkers and 70 non-teleworkers from a large
government organization. The authors predicted lower levels of affective commitment
for the teleworkers based on the logic that teleworkers are present for less time in the
office, thus inhibiting their identification with the organization. They argued that “due
to the physical and social separation inherent in telework, teleworkers may feel less
attachment to and undervalued by their employing organization” (p. 7).
Differences between teleworkers and non-teleworkers for affective commitment
were not significant. However, this small but nonsignificant difference was in the
opposite direction from what was predicted, such that teleworkers reported slightly
higher levels o f affective commitment.
Some limitations o f this study are noteworthy. For example, the sample sizes for
the two groups o f employees were relatively small, which undoubtedly lowered the
power to detect significant differences. Another relevant limitation here is that an
overwhelming majority o f the telework group telecommuted only one to two days per
week. Very few participants teleworked on a more full-time basis. It is possible that
differences would be greater with individuals who telework more frequently.
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It is thus suggested here that teleworking should be positively related to
employee affective commitment. Affective commitment should be higher for
(voluntary) telecommuters because they are likely to view their goals and values as
consistent with the goals and values o f the organization. In addition, employees given
the option to telecommute will likely perceive this as a benefit conveying
organizational support. It is not expected that this commitment would be lessened by
the separation of physical distance. Technology allows for the employees to remain
very much a part o f the organization via such tools as telephone and video
conferencing, e-mail, and daily and weekly electronic company newsletters and
updates. Such tools can serve to ease the burden of physical distance and minimize
the psychological distance.
Continuance commitment and telework. The continuance component has been
the least researched component o f the three commitment components with regard to
telework. To remind the reader, this type o f commitment is characterized as a
psychological attachment to the organization due to a perceived cost of leaving the
organization, either because of a perceived lack o f equally attractive available
alternatives or because o f sunk costs and investments the employee has in the
organization.
Employees who request and are granted the opportunity to telework often see
this as a benefit that has been granted to them, often to allow them to better balance
their work and personal life and family commitments. It is often an arrangement that
is granted once the supervisor has grown to know and trust the employee and view the
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employee as a good worker. Employees who voluntarily telework are obviously in
favor o f keeping the arrangement. Teleworking employees may feel that if they were
to leave their organization, they would not be granted the opportunity to continue as a
teleworker, thus increasing their sense o f continuance commitment.
Elder and Smith (1999) predicted that continuance commitment would be higher
for telecommuters because they would perceive higher costs o f leaving the
organization due to the perceived benefits o f teleworking. Such benefits may include
increased flexibility, both in terms o f when work is to be completed (i.e., can take
advantage of a full 24-hour day), and with regard to living arrangement or relocation.
Differences between teleworkers and non-teleworkers for continuance commitment
were not statistically significant, but were in the predicted direction, such that
teleworkers reported a slightly higher level of continuance commitment.
As discussed above, this study has limitations that should prohibit researchers
from making firm conclusions based on these results. First, the small sample size
decreased the power to detect significant results, and most telecommuters actually
telecommuted only one or two days per week.
From the limited research described above, it is clear that further research is
needed to address the question o f the relationship between telework and continuance
commitment. There seems to be reason to believe that teleworkers would develop
higher levels o f continuance commitment than their in-office counterparts as a
function o f their preferred work arrangement but research has not adequately
addressed this question. It is expected that teleworkers perceive a higher cost o f
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leaving the organization than their in-office counterparts due to the benefits of
telework, such as increased flexibility.
Normative commitment and telework. The limited theorizing and research
available appears to support a positive link between telework and normative
commitment, or commitment based on feelings of moral obligation or loyalty to the
organization. Although usually not based on strong empirical research, companies
with telecommuting programs often report increases in loyalty (Atkinson, 1985).
Atkinson claims that “employees appreciate the opportunity to work at home, the
flexibility that doing so gives them, and the trust their employers place in them” (p.
105). Although there does seem to be an affective flavor to those claims, the context
refers to how such feelings often lead to a desire to reciprocate. To support this claim,
Atkinson provides a telling quote from an employee who telecommuted for three
months following the birth o f her daughter: “Since the company was willing to take
the risk o f allowing me to work at home, it has increased my morale and loyalty to
it. ...The company didn’t have to let me do it, but it did, and I appreciated it” (p. 106).
The above quotation suggests a feeling of moral obligation to remain with the
company based on a norm of reciprocity (rather than socialization or upbringing).
Employees who telecommute would not be expected to differ from traditional
employees in terms of their family or organizational socialization, but they may be
expected to differ in terms o f what they feel the organization has given them. As
displayed in the above quote, many telecommuters likely feel that the organization has
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given them a benefit, for which they feel indebted to return the favor by remaining
loyal to the organization.
Pierce et al. (1989) discussed a similar link between employees with flextime
scheduling arrangements and feelings of commitment to the organization. These
authors proposed that “flexible working hours can be viewed as an employee benefit,
resulting in appreciative feelings directed back toward the organization in the form o f
enhanced commitment toward it” (p. 26). The authors also suggest that the employees
“may feel the need for a quid pro quo relationship with the organization (reciprocity)”
(p. 27). Thus, normative commitment may be affected, separate from effects on
affective commitment. As reviewed earlier, Pierce et al. (1989) did find that as
discretionary time increased, organizational commitment also increased, although the
specific type of commitment is a bit unclear. With respect to the normative
component o f commitment, the differences between telework and flextime are o f
minimal importance - just as flextime may be viewed as a benefit, so may the
opportunity to telework.
As mentioned, employees given the opportunity to telework may feel the
organization is doing something for them, so they feel motivated by the norm of
reciprocity to give the organization their loyalty and commitment (Elder & Smith,
1999). This relationship should only hold for employees with a strong exchange
ideology. An exchange ideology is a belief system regarding reciprocity and social
exchange, a set o f rules about giving back and about fair exchanges. Individuals with
a strong exchange ideology are more motivated by the norm o f reciprocity than
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individuals with a weak exchange ideology. Employees with a strong exchange
ideology believe strongly in a fair trade or exchange between the employee and the
organization - their contribution to the organization should depend on the
organization’s treatment of and contribution to them. Employees have been found to
differ on the strength of their beliefs favoring this fair trade o f employee loyalty and
effort for organizational benefits and symbolic rewards (Eisenberger et al., 1986).
Employees with a strong exchange ideology who are given the opportunity to telework
may reciprocate with increased normative organizational commitment. Teleworking
employees with a weaker exchange ideology should thus be less normatively
committed.
Again referring to the Elder and Smith (1999) study, the authors predicted the
level o f normative commitment to be higher for teleworkers than in-office workers,
primarily because teleworkers were expected to feel a sense o f loyalty and reciprocity
to the organization that sacrificed for and trusted him or her. Teleworkers were
reasoned to perceive the arrangement as an investment the organization made in them
and for them, and in return they feel they should remain with the organization. Results
supported their prediction for normative commitment, such that teleworkers reported
significantly higher levels o f this component o f commitment.
Limitations of the Elder and Smith (1999) study notwithstanding, their results
offer some initial support for the proposition that telecommuting may have positive
implications for normative commitment. Further research should address this question
more adequately, as well as the possible moderating effect o f exchange ideology. The
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current study was an attempt to take a step in that direction. The following section
addresses the final outcome variable to be studied - perceived co-worker support.
Perceived Co-Worker Support
Ladd and Henry (2000) proposed a construct labeled perceived co-worker
support as a parallel to Eisenberger et al.’s (1986) perceived organizational support.
Perceived co-worker support is therefore defined as a global belief formed by the
employee with regard to how their co-workers treat them, and whether their co
workers value their contributions and care about their well-being. Ladd and Henry
found that perceived co-worker support was significantly positively related to
citizenship behaviors directed specifically at individuals, such as helping one another.
As this is a relatively new construct, there has been no research investigating the
effects o f telecommuting on perceptions o f support from co-workers. However,
several studies have investigated similar constructs regarding co-worker interaction
such as teamwork, co-worker attitudes, and co-worker relationships. Overall, the
results have been fairly negative for the effects of telework on teamwork, co-worker
attitudes, and co-worker relationships.
Interviews conducted by Pratt (1984) revealed that “the attitude of co-workers
ranged from unawareness that the off-site employee was working at all, to acceptance
and occasional awe, envy, jealousy, or resentment. Some coworkers thought the offpremise employee was not working full time if he or she was not visible full time” (p.
7).
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Hill, Miller, Weiner, and Colihan (1998) reported that a majority of the literature
suggests the tendency for telework to have a negative influence on teamwork,
particularly in terms o f peer interaction and communication effectiveness between the
teleworkers and co-workers. In their study, telework had a negative impact on
teamwork according to qualitative analysis of comments. When asked to comment on
the advantages and disadvantages of telework, most comments related to teamwork
were unfavorable. However, the quantitative analysis did not support this finding.
Although the teleworkers’ negative comments regarding teamwork, camaraderie, and
communication outnumbered positive comments in this category by more than ten to
one, a lack o f significant differences in the quantitative analysis could be explained by
the fact that in-office workers in the study also reported similar problems with their
co-workers.
Reinsch (1997) conducted a survey o f 103 telecommuters to assess the quality of
relationships between telecommuting employees and their managers. Telecommuters
were asked to comment on any disadvantages o f telecommuting. Fourteen percent of
the respondents indicated that a disadvantage o f telecommuting is that it hinders
teamwork and that co-workers have negative perceptions o f the arrangement.
In a related meta-analysis on the effects o f flextime on work-related criteria,
Baltes et al. (1999) found that the most highly flexible arrangements were in fact
slightly less effective (with regard to employee productivity, satisfaction, and
absenteeism) than somewhat less flexible arrangements. They suggested that this may
be due to the fact that at the highest levels o f flexibility, employees may experience
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difficulties stemming from inability to communicate or cooperate with co-workers
who are present at different times. They suggested that this effect would be magnified
when employees’ tasks are highly interdependent.
Interdependence among telecommuters and co-workers is likely to have a
significant impact on co-worker attitudes and perceived co-worker support. Task
interdependence refers to situations in which co-workers or work group members must
interact and depend on one another’s work products to complete their own work.
Thompson (1967) discussed three types o f interdependence that may exist in
organizations - pooled, sequential, and reciprocal - each requiring increasing degrees
of communication and coordination.
Pooled interdependence exists when all workers or parts o f the organization must
complete their work successfully to meet organizational goals. All parts must
contribute to the whole. However, other than meeting the organizational goals, no one
person’s work depends directly on the successful completion of any other person’s
work. All organizations can be characterized as having at least this pooled level o f
interdependence. Sequential interdependence exists when one worker or group is
dependent on the successful work completion o f another worker or group. For
example, a waitress cannot serve the food until the chef prepares it. The waitress is
dependent upon the successful completion o f the c h efs work accomplishments. The
highest level o f interdependence is reciprocal, which is said to exist when each group
or individual’s output serves as input to the other group or individual. Thompson
(1967) gives the example of an airline organization consisting o f a maintenance unit
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and an operations unit. “The production o f the maintenance unit is an input for
operations, in the form o f a serviceable aircraft; and the product (or by-product) of
operations is an input for maintenance, in the form o f an aircraft needing maintenance.
Under conditions o f reciprocal interdependence, each unit involved is penetrated by
the other” (p. 55). Another example o f reciprocal interdependence could be coauthoring a book or chapter in which one author writes a draft, the other author edits
the draft and makes revisions, and then returns it to the first author to repeat the
process. Assuming the authors go through several such cycles, the output of each
serves as input for the other.
If in-office co-workers perceive telecommuters as not equally or immediately
accessible, co-workers may experience the feelings o f frustration and resentment that
were evidenced by Pratt’s (1984) interviews. As the degree o f interdependence
increases from pooled to sequential to reciprocal, more coordination and cooperation
among employees is required. If teamwork and co-worker coordination is negatively
affected by telecommuting, this effect should be accentuated when co-workers are
even more dependent on one another for the successful accomplishment of work.
Negative attitudes o f in-office employees toward their telecommuting co-workers may
be expected to decrease telecommuters’ perceptions o f support from their co-workers,
particularly if the in-office workers are vocal about their concerns.
Thus, given the research results regarding the negative effects o f telework on
teamwork and co-worker perceptions, it is possible that perceived co-worker support
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would decrease for telecommuters to the extent that they spend a great deal o f time
away from the office and to the extent that their tasks are highly interdependent.
Potential Control Variables
The current study examined differences between employees who telework and
those who do not, and further examined differences between employees who telework
different proportions o f their time. As participants were not randomly assigned to
conditions, the design o f the current study is referred to as a posttest-only design with
nonequivalent groups (Cook & Campbell, 1979). According to Cook and Campbell,
the primary flaw with this design is the threat of selection, a threat to the internal
validity of the study. Selection is a threat when resulting differences (i.e., post
treatment) between groups may be due to differences between the people in the
groups. Thus, selection may be a problem whenever experimental groups are not
randomly formed, as in the current study.
In order to attempt to rule out or minimize the selection threat, it is possible to
try to identify a priori ways in which the groups differ from one another that are
related to the outcome measures or dependent variables. Such differences can then be
controlled for in the analyses, and variance attributable to pre-existing differences can
be partialled out. There is no known research that identifies differences between
teleworkers and nonteleworkers that are plausibly related to the outcome measures
used in the current study. Thus, a challenge o f the present research was to identify
relevant differences between teleworkers and nonteleworkers (i.e., differences that are
plausibly related to the dependent measures).
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One variable thought to possibly be related to work arrangement and job
satisfaction differences is the need for autonomy. Although there is no empirical
evidence to support such a claim, it is possible that teleworkers and nonteleworkers
differ in their levels o f the need for autonomy. Anecdotal evidence from
conversations with telework program managers at various organizations suggests that
individuals with certain personalities, tendencies, and temperaments are better suited
to this arrangement and would thus be given permission for it more readily. It is
possible that individuals high in the need for autonomy may be thought to be wellsuited to telework whereas individuals low in need for autonomy would be thought to
be poorly suited.
One program director described good candidates for telework as individuals who
are proactive and enthusiastic self-starters, and individuals who could function well in
the absence of direct supervision. Those traits map fairly well onto a description of
individuals characterized by high levels of need for autonomy. It seems unlikely that
individuals low in need for autonomy would fit this profile or be as interested in
teleworking.
If teleworkers and nonteleworkers differ on their levels of need for autonomy,
this could have potential impact on the conclusions o f the present study. As such, if
teleworkers reported higher levels of autonomy, and higher levels o f job satisfaction, it
may be because their jobs actually offer more autonomy rather than because the
arrangement allows them more autonomy. Thus, any differences between teleworkers
and nonteleworkers on the need for autonomy could thus have implications for
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resulting differences in perceived autonomy and job satisfaction for reasons other than
those proposed in the current study. To the extent that such differences could be
controlled, the study’s conclusions would be strengthened. There could be other
additional differences between the groups that have yet to be identified. In the current
study, teleworkers and non-teleworkers were compared on numerous other
characteristics (e.g., tenure) and such differences were controlled in the analyses
where they were judged to be appropriate and relevant.
Summary
The current study investigates the relationship between telecommuting and
several important outcome variables of relevance to both individuals and
organizations, specifically affective, continuance, and normative commitment, overall
job satisfaction, perceived organizational support, and perceived co-worker support.
Although previous research has attempted to investigate a few of these relationships,
the present study contributes to our current body of knowledge in several important
ways.
First, with regard to research on telecommuting and job satisfaction, many of the
studies found and reviewed here failed to test the relationship between telecommuting
and job satisfaction adequately or did not provide a solid rationale for the relationship.
In addition, the studies made no distinctions between teleworkers on potentially
important dimensions, such as the amount o f time spent teleworking. However, some
researchers (e.g., Ramsower, 1985) have stressed that differentiation along such
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dimensions would be very useful. It is essential that we understand this relationship
more clearly for both theoretical and practical reasons.
Next, some work has begun with respect to telework and organizational
commitment, although the number of empirical studies is far smaller than the number
o f papers publishing hypothetical propositions, projections, and opinions. The Elder
and Smith (1999) study is the only one to examine telecommuting with respect to the
three components o f commitment, yet they had a very small sample size and primarily
studied telecommuters who worked away from the office only one to two days per
week.
Perceived organizational support and perceived co-worker support have not been
examined at all with respect to telecommuting although related findings offer some
initial foundation on which to build. Nor has perceived organizational support been
examined with respect to affective commitment in the context o f telework.
Hypotheses
Refer to Appendix B, Figures I and 2 for illustrations o f the hypothesized
relationships.
Job Satisfaction
The first hypothesis pertains to the relationship between telecommuting,
autonomy, and overall employee job satisfaction. Numerous researchers have
demonstrated that autonomy is positively linked to job satisfaction. In addition,
several studies have discussed the positive effect of telecommuting on perceived
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autonomy and flexibility. Therefore, telecommuting may be expected to have a
positive effect on overall job satisfaction because of the increased autonomy given to
employees.

Hypothesis 1. Amount of time spent telecommuting is positively related to
overall job satisfaction, and this relationship is mediated by perceived autonomy.

Evidence from the literature on flextime has demonstrated that interventions
designed to improve autonomy (and ultimately job satisfaction) may not work as
intended at all job levels. Specifically, it has been found that flextime does not
improve job satisfaction for individuals in upper level professional jobs, presumably
because their jobs already allow them a significant degree o f freedom and discretion
(Baltes et al., 1999). Most o f the research on telework has suggested similarly that
higher level jobs may not be improved as much as lower or mid-level jobs with the
implementation of telework, so the following hypotheses are proposed:

Hypothesis 2. The relationship between time spent telecommuting and
perceived autonomy is moderated by job level, such that the relationship is
significantly weaker for those employees at higher job levels.

Hypothesis 3. The relationship between time spent telecommuting and job
satisfaction is moderated by job level, such that the relationship is significantly
weaker for those employees at higher job levels.
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Perceived Organizational Support
The next hypothesis concerns the predicted relationship between telecommuting
and perceived organizational support. As reviewed, employees are proposed to
develop perceptions o f organizational support to the extent that organizational actions
toward the employee convey sincere praise, approval, and positive evaluation of the
employee. These actions must also be seen as discretionary. Non-discretionary
actions, such as those mandated by rules or regulations, would not be expected to
influence perceptions of positive evaluations. In the case o f telecommuting programs
in which participation is voluntary, approval from the supervisor may be interpreted
by the employee as an indication o f trust in him or her and faith in his or her ability to
complete the job successfully in the absence o f supervision. Employees who
telecommute may also feel that organizational policies permitting the arrangement
indicate the organization’s care for their well-being. This relationship should depend
not on the level o f telework (i.e., how much the individual teleworks), but rather on
the simple yes/no dichotomy o f whether or not the individual is permitted to telework.
Allowing an employee to telework even one day per week may be perceived as much
more supportive than not permitting the employee to telework at all. However,
allowing an employee to telework three days per week may not be conveying much
more support, trust, or concern than allowing him or her to telework one or two days
per week. With respect to perceived support, the dichotomy o f teleworking or not
seems to be more relevant than the specific level o f telework. The following
relationship was predicted:
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Hypothesis 4. Employees who telecommute will report higher levels o f
perceived organizational support than employees who do not telecommute.

Affective Commitment
Affective commitment refers to an employee’s desire to stay with the
organization because he wants to - he has an affective attachment to the organization,
he identifies with it, and is pleased with his membership in it. Whereas some
researchers have suggested that telecommuting would have a negative impact on
affective commitment, theory and logic that predict the opposite are more compelling.
This position maintains that the opportunity to telework has a positive impact on
perceived organizational support (see above), which positively influences affective
commitment to the organization. Telecommuting could also be expected to impact
affective commitment positively by satisfying employees’ needs and expectations and
by demonstrating that the organization’s values are aligned with their own. Perceived
support, satisfied needs, and shared values should contribute to the employee
developing an affective attachment to the organization and incorporating
organizational membership into their self-identity. The following prediction restates
this position:

Hypothesis S. Employees who telecommute will tend to report higher levels o f
affective commitment than employees who do not telecommute, and this
relationship will be mediated by perceptions o f organizational support.
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Normative Commitment
Normative commitment develops out of familial or organizational socialization
that promotes loyalty, or out o f organizational practices that invoke the norm of
reciprocity in employees. Employees who telecommute may feel that the organization
has done something for them and given them a valuable benefit, and it is their moral
obligation to reciprocate with increased loyalty and commitment. Eisenberger et al.
(1986) demonstrated that individuals differ in the strength o f their beliefs that
organizational rewards should be reciprocated with employee effort and loyalty (i.e.,
the strength of their exchange ideology). It is proposed here that the strength of
employee exchange ideologies moderates the strength of the relationship between
telecommuting and normative commitment.

Hypothesis 6. Employees who telecommute will report higher levels of
normative commitment than employees who do not telework, and this
relationship will be moderated by employee exchange ideology, such that as the
strength o f employee exchange ideology increases, the relationship between
telecommuting and normative commitment will be stronger.

Continuance Commitment
Continuance commitment is said to develop in employees when they feel they
have no attractive available alternatives or when they feel they have invested too much
in the organization to leave (e.g., organization-specific skills). Telecommuting has
been hypothesized to have a positive influence on continuance commitment by virtue
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o f the perceived costs o f leaving the organization. Telecommuting employees who do
so voluntarily likely perceive there to be related benefits (that they may not receive
otherwise), or else they would not be expected to maintain the arrangement.
Therefore, employees who telecommute should be expected to report higher levels of
continuance commitment to the organization.

Hypothesis 7. Employees who telecommute will report higher levels of
continuance commitment.

Perceived Co-Worker Support
Perceived co-worker support is parallel to the construct of perceived
organizational support with the only difference being the co-workers as the subject
rather than the organization. Perceived co-worker support indicates the degree to
which the employee feels her co-workers value her contributions and care about her
well-being. Although not assessed directly in research on telecommuting, related
research suggests that co-worker attitudes and perceptions towards telecommuters are
somewhat negative (Hill et al., 1998; Pratt, 1984; Reinsch, 1997). This may be due to
anger, resentment, or jealousy. These feelings may also be due to frustration caused
by the job being made more difficult by the schedule o f the telecommuter. This
difficulty in coordination and cooperation would be expected to be augmented as the
level o f task interdependence increases among co-workers. Thus the final hypothesis
is proposed:
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Hypothesis 8. Employees’ amount o f time spent telecommuting will be
negatively related to perceived co-worker support, and this relationship will be
moderated by task interdependence, such that the relationship will be more
negative as task interdependence increases.

Hypotheses are illustrated in Appendix B, Figures 1 and 2, with Figure I
presenting hypotheses treating telework as a continuous variable and Figure 2
presenting hypotheses that treat telework as a dichotomous variable.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

74

METHOD

Sample
Participants were employees from five organizations with formal and informal
telecommuting programs. Participating organizations vary greatly with respect to their
size, type, and function: a large pharmaceutical company headquartered in the
Midwest, two state governmental agencies located on the West Coast (referred to
hereafter as Govl and Gov2), a large space and aeronautics equipment designer and
manufacturer, and a hospital. Participation from multiple organizations was sought in
an attempt to sample a wide range o f telecommuters within a variety o f industries,
from both public and private sectors.
The procedure for identifying a sample differed slightly across organizations.
The hospital involved the entire medical transcription department, although no other
hospital personnel were invited to participate. Surveys were also distributed to all
employees o f the Govl and Gov2 organizations. At the pharmaceutical organization,
participants were registered members o f the company’s telework program, and the
control group was a matched sample, matched for department and job level. At the
space and aeronautics organization, the survey was sent to 500 teleworkers randomly
drawn from a registered teleworker database. An additional sample o f 1,000
individuals was randomly selected from the employee database, with the 500
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teleworkers excluded from the database. See Appendix A, Table 2 for respondent
demographics and organizational characteristics.
Overall, the demographics of the respondents are highly similar to those o f the
employee populations o f their respective organizations. Thus, we should be able to
infer with some amount of confidence that the respondents are representative o f the
populations o f employees of which they are members.
Collectively, the survey was distributed to 3,410 employees. Completed surveys
were returned by 1,350 individuals for an overall response rate of 40%. Gender of
respondents was split equally between males (48.3%) and females (48.3%) with 3.4%
o f respondents not reporting gender. The age o f respondents ranged from 18 to 70,
with a mean age of 44.8 (standard deviation = 9.1 years). The organizational tenure o f
respondents ranged from 1 month to 44 years and 1 month, with a mean tenure of 12
years and 4 months (standard deviation = 8 years). A significant majority of
respondents (94.1%) are full time employees, 3.9% reported that they are part time,
and 2.1% failed to report their employment status.
The sample consisted of one-third teleworkers (32.5%) and two-thirds non
teleworkers (67.5%). The demographics o f teleworkers and non-teleworkers in this
sample can also be compared to national statistics on the teleworker population. The
best source for this information is the 2000 Telework America Survey, a proprietary
research survey sponsored by AT&T. The study consisted o f 1,877 in-depth telephone
interviews o f individuals from randomly selected households in the United States
(International Telework Association and Council, 2000a). This study included
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contract employees and self-employed teleworkers in addition to organizational
employees, but it is the best information available on national teleworker demographic
estimates.
According to the Telework America study, the average home-based teleworker
works at home approximately 20 hours per week, or roughly 10 days per month.
Teleworkers in the present study worked from home less than that, at 4.6 days per
month. However, contract employees and self-employed teleworkers included in the
Telework America sample raised this average as they work exclusively from home.
The Telework America survey also indicated that teleworkers are generally older,
more seasoned employees over age 25, with the average home-only teleworker in his
early 40s. More specific data were not available due to the proprietary nature o f the
research. In the current sample, teleworkers and non-teleworkers did not differ in age
(mean age for teleworkers was 45.0 and mean age for non-teleworkers was 44.9).
However, teleworkers did report slightly higher tenure with their employers than non
teleworkers (mean tenure for teleworkers was approximately 13 years compared to the
mean tenure for non-teleworkers o f approximately 12 years).
As for gender, the Telework America non-teleworker sample was 44% male and
56% female, as opposed to the current sample o f non-teleworkers, who were 53%
male and 47% female. The Telework America home-based teleworkers were 65%
male and 35% female. In the current study, teleworkers were 45% male and 55%
female. The biggest demographic difference between the samples appears to be that
Telework America reported nearly two male teleworkers for every female teleworker
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whereas the sample from the present study consisted o f a slightly higher percentage o f
females.
Finally, Telework America reported that roughly 17% o f teleworkers are
considered new teleworkers, working with this arrangement for one year or less. They
reported that more than half o f all teleworkers have at least three years working
experience. New teleworkers made up a larger proportion o f the current sample at
37%. Sixty-three percent reported working with this arrangement for more than one
year. Thus, it appears that the sample from the current study may consist of slightly
newer teleworkers on average, although there may be factors spuriously distorting the
difference. First, teleworkers in the current study were asked to report how long they
have been a teleworker in their present organization. They could have been
teleworking for ten years and only indicated three years if that is the length of time
they have been with their present employer. Secondly, as mentioned, the Telework
America survey included contract employees and self-employed individuals. It is
possible that on average, these people have been working in this arrangement for
longer, bumping up the average.
Procedure
Approximately one week before they received the survey, participants were emailed, indicating that a survey would be e-mailed to them the following week (see
Appendix C). The letter gave them information concerning the purpose of the survey
and their organization’s willingness to participate in the survey process. The
importance o f their responses was also stressed. However, they were assured that their
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responses were completely voluntary. They were also given the names and telephone
numbers o f the primary researchers as well as the address, e-mail and phone number
for the Committee on the Use o f Human Research Subjects at Purdue University.
The survey was distributed via e-mail in four of the five participating
organizations. When participants were sent the survey, they received an e-mail
message again explaining the purpose and importance o f the survey (see Appendix D).
Brief instructions and contact information were also included in the message. The
message to participants included a link to the Internet site housing the survey (see
Appendix E for a copy of the questionnaire). Clicking on the link brought participants
to the appropriate web site, where they completed the survey anonymously and clicked
“Submit Survey” when finished. Participants were again given the names and phone
numbers o f the researchers in case of questions and they were assured o f the voluntary
nature o f their participation. Informed consent was inferred from their completion of
the survey. The survey took approximately 15 minutes to complete. Data from each
employee were automatically deposited into a data file that did not contain any
identifying information (aside from general demographic information). This final
point was stressed to participants in the e-mail message.
To increase the diversity o f participating organizations, an exception to the
above procedure was made for employees o f the hospital, as they did not have Internet
access provided by the organization. For these employees, the organization distributed
a paper-and-pencil version o f the survey. On-site employees had the option o f turning
in their completed survey into a collection box designated for the survey. Off-site
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employees were sent the survey and a postage-paid envelope in which to return it.
Recent meta-analytic evidence has supported the equivalence o f electronic and paperbased administration for non-cognitive instruments such as attitude scales (Richman,
Kiesler, Weisband, & Drasgow, 1999).
A cash prize incentive was offered to participants in order to increase response
rates (one first prize o f $75, two second prizes o f $50 and three third prizes of $25).
However, the only organizations that allowed the incentive to be offered were the
pharmaceutical company and the hospital. Organizations were also asked to send a
follow-up letter to participants one week following the survey in an effort to increase
response rates. The only organization that sent such a letter was the space/aeronautics
manufacturer.
Measures
Autonomy
Autonomy was assessed with five items on a 1-7 Likert scale (see Appendix E).
The first three were taken directly from Hackman and Oldham’s (1980) Job
Diagnostic Survey. Loher et al. (1985) reported an average internal consistency
reliability for this scale as .70, judged to be sufficiently reliable. Participants were
also asked two additional items written for this study: “How much flexibility do you
have to work at your personal peak times (i.e., times that you feel are your own
personal best hours for productive work)?” and “How much freedom do you have to
schedule your own work hours?” (1 =very little; 7=a lot).
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Job Satisfaction
Employee job satisfaction was assessed with two questions. One item used to
assess overall satisfaction is an adaptation o f Kunin’s (1955) Faces scale. The scale
consists o f a series o f faces that display expressions on a continuum from very
unhappy to very happy (see Appendix E). Participants were asked to select the face
that best describes their overall satisfaction with their job. A seven-point scale was
used in the current study. In addition to the Faces scale, participants were asked to
respond to one additional item designed to assess overall job satisfaction: “Overall,
how satisfied are you with your job?” This item was rated on a 7-point Likert-style
satisfaction scale (I =very dissatisfied; l=very satisfied).
Job Level
To assess job level, participants were asked to select the job level that best
corresponds to their position. Response alternatives (in order o f increasing level)
included: clerical/administrative (level 1), associate/independent contributor (level 2),
manager (level 3), and director (level 4). Job levels were designed to be specific
enough to be useful, yet at the same time general enough to be comparable and
meaningful across a variety o f organizational settings.
Perceived Organizational Support
Perceived organizational support was measured with an 11-item scale consisting
o f items developed by Eisenberger, Huntington, Hutchison, and Sowa (1986). The
scale consists o f statements concerning how much the organization values the
employee and actions the employee thinks the organization would likely take in
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hypothetical situations affecting the employee’s well-being. Eisenberger et al. (1986)
originally developed a 36-item scale. Principal components analysis indicated that the
perceived support component accounted for 48.3% o f the total variance and that a
possible second component accounted for only 4.4%. Factor analysis further indicated
that all items loaded higher on the perceived support component than the second
component, and the lowest item loading on the perceived support component was
higher than the highest loading on the second component. These findings can be
interpreted as supportive o f the unidimensionality of the scale. The range of
component loadings on the perceived support component was .43 to .84.
Eisenberger at al. (1986) selected the 17 items with the highest component
loadings (.69 - .84) to develop a shortened version o f the scale. Other researchers
(including Eisenberger) shortened the survey further so it could be used in conjunction
with other lengthy surveys. These researchers have used anywhere from 8 to 11 items
from the original scale (e.g., Armeli, Eisenberger, Fasolo, & Lynch, 1998; Eisenberger
et al., 1990; Eisenberger et al., 1997; Hutchison, 1997a, 1997b; Hutchison & Garstka,
1996). Although each group o f researchers has selected a slightly different set of
items, all of the items used had high factor loadings on the principle factor in the
original source article. The current study assessed perceived organizational support
with 11 items, each o f which was used by at least one group o f researchers cited
above.
Respondents used a 7-point Likert scale (1 =strongly disagree, l=strongly agree)
to indicate the extent o f their agreement with each scale item. Three items are worded

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

82
negatively to control for positive response set bias. Representative items include: “My
organization would ignore any complaint from me” (reverse coded), “Help is available
from my organization if I have a problem,” and “My organization is willing to extend
itself in order to help me perform my job to the best of my ability.” The entire 11-item
scale is represented in the employee survey, items 26-36 (see Appendix E).
Internal consistency reliabilities o f the scale have typically been measured with
Cronbach’s alpha. Eisenberger et al. (1986) reported an alpha o f .97 for the 36-item
scale and .93 for the 17-item shortened version. Other researchers using the 17-item
scale have reported similarly high reliability coefficients, ranging from .94 to .96
(Eisenberger, Fasolo, & Davis-LaMastro, 1990; Kottke & Sharafinski, 1988).
Researchers that have used further shortened scales of 8 to 11 items also report good
internal consistency reliabilities, ranging from .74 to .92 (Armeli et al., 1998;
Eisenberger et al., 1990; Eisenberger et al., 1997; Hutchison, 1997a, 1997b; Hutchison
& Garstka, 1996).
Affective. Normative, and Continuance Commitment
The affective, normative, and continuance components of commitment were
measured with the revised versions o f the Affective Commitment Scale, Normative
Commitment Scale, and Continuance Commitment Scale, respectively (Allen &
Meyer, 1990; Meyer & Allen, 1997). Each scale consists of six items, with which
participants indicate their level o f agreement on a 7-point Likert-type agree scale
(1 =strongly disagree; 7—strongly disagree). Representative items from the Affective
Commitment Scale include “I would be very happy to spend the rest o f my career with
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this organization” and “I do not feel a strong sense o f belonging to my organization”
(reverse scored). Representative items from the Normative Commitment Scale
include “Even if it were to my advantage, I do not feel it would be right to leave my
organization now” and “I owe a great deal to my organization.” Representative items
from the Continuance Commitment Scale include “Too much o f my life would be
disrupted if I decided I wanted to leave my organization right now” and “One o f the
few negative consequences o f leaving this organization would be the scarcity of
available alternatives.” See Appendix E for the complete scales.
As discussed earlier, numerous studies have supported the three-dimensional
structure of the measures, as well as their discriminability from similar related
constructs. In addition, in their review o f approximately 40 studies relevant to the
validity o f the commitment scales, Allen and Meyer (1996) reported the median
reliability (Cronbach’s alpha) coefficients o f the scales to be .85 for the Affective
Commitment Scale, .79 for the Continuance Commitment Scale, and .73 for the
Normative Commitment Scale. They also noted that all reliability coefficients
exceeded .70 with very few exceptions. This level o f reliability is acceptable.
Exchange Ideology
Eisenberger et al. (1986) developed a five-item scale to assess the strength o f
employees’ beliefs that work effort should depend how they are treated by the
organization. Eisenberger et al. reported Cronbach’s alpha for the scale as .80.
However, Ladd and Henry (2000) reported an alpha o f .61 for the scale in their study.
This discrepancy cannot readily be explained. Sample items include: “An employee’s
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work effort should depend partly on how well the organization deals with his or her
desires and concerns” and “An employee who is treated badly by the organization
should lower his or her work effort.” Respondents use a 7-point Likert scale
(\-strongly disagree', l=strongly agree) to indicate their level of agreement with each
statement.
Perceived Co-Worker Support
Ladd and Henry (2000) adapted Eisenberger et al.’s (1986) Survey o f Perceived
Organizational Support to assess perceptions o f co-worker support (see Appendix E).
It is a 9-item scale with various statements relating to co-worker attitudes and actions,
rated on a 7-point Likert scale (\-strongly disagree', l=strongly agree).
Representative items include: “My co-workers really care about my well-being,” “My
co-workers are willing to offer assistance to help me perform my job to the best o f my
ability,” and “My co-workers are complementary of my accomplishments at work.”
When Ladd and Henry (2000) pilot tested the scale on a sample o f 49 employed
undergraduate students, the internal consistency reliability coefficient was .94. In
their actual study, they obtained a reliability coefficient of .92 when using the scale
with manufacturing and government employees.
Task Interdependence
Task interdependence was assessed with four items, rated 1-7 on a Likert scale,
adapted from the task interdependence scale developed by Campion, Medsker, and
Higgs (1993; see Appendix E). The Campion et al. scale is three items and is intended
to assess task interdependence among members of permanent and established work
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groups, which is expected to increase as the nature o f the work goes from pooled to
sequential to reciprocal, as described by Thompson (1967). Thus, the scale is not
measuring the type of work flow (e.g., sequential), but the level o f task
interdependence, which increases as the work flow moves closer to reciprocal. In the
Campion et al. (1993) study, the internal consistency reliability coefficient for the
scale was .61. This is a minimally acceptable level o f reliability, likely due in part to
the brevity o f the scale.
As participants in the current study may or may not be members o f work groups,
it was necessary to change the wording of the items slightly (i.e., change “my team”
phrases to “my co-workers”). Additionally, one other item was written for this study,
in part to increase the reliability o f the scale. The items are as follows: “I cannot
accomplish my tasks without information or materials from my co-workers”; “My co
workers depend on me for information or materials needed to perform their tasks”;
“Within my group of co-workers, jobs performed by workers are related to one
another”; and “My co-workers and I interact and depend on one another to accomplish
our work.”
Telecommuting
Towards the end o f the questionnaire, participants were asked a question
intended to separate teleworkers from non-teleworkers. Specifically, this question
asked, “Do you ever stay home to work instead o f traveling to your organization?”
Depending on their answer, they were instructed to proceed to different follow-up
items. For individuals who respond negatively, they were asked a question intended to
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assess their desire to telecommute. This item was, “Please select the alternative that
most closely matches your reason for not telecommuting/teleworking.” Alternatives
included: “I don’t choose to”; “The type o f work I do requires my presence at the
office”; “My supervisor will not permit me to work from home, even though I could
complete at least some o f my work from home”; and “My manager does not support
telecommuting in general.”
Individuals who responded positively to the teleworker screening question were
asked about their frequency o f telecommuting within the past two months. This item
was used as a measure o f the employee’s amount of time spent telecommuting,
relevant to Hypotheses 1-3 and 8, which examine telecommuting as a continuous
variable. Specifically, this item was, “In the past two months, how often did you work
from home instead o f traveling to your usual workplace? (If you are a new
telecommuter / teleworker [less than 2 months], please indicate how often you have
worked from home since you began your new arrangement.)” Response alternatives
included “one day per month or less; two days per month; 1 day per week; 2 days per
week; 3 days per week; 4 days per week; and 5 days per week.” Participants were also
asked questions regarding the length of time they have been a telecommuter, and if
their telecommuting arrangement is formal (“part o f a formal or established
telework/telecommuting/trip reduction program”) or informal (“informal agreement or
arrangement with my supervisor”).
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Need for Autonomy
Need for autonomy was measured with Steers and Braunstein’s (1976) Manifest
Needs Questionnaire (see Appendix E). This questionnaire assesses individuals’
needs for achievement, affiliation, autonomy, and dominance in the work setting.
Although need for autonomy was thought to be the most relevant, the scales for
affiliation and dominance were also included in the questionnaire. Each o f the needs
is measured with a 5-item scale asking participants to indicate the extent to which each
statement accurately describes their behavior at work on a 7-point Likert scale
(l=never; l=always). Representative items for autonomy include: “In my work
assignments, I try to be my own boss,” and “I go my own way at work, regardless of
the opinions of others.” Representative items for need for affiliation include “When I
have a choice, I try to work in a group instead o f by myself,” and “I pay a good deal of
attention to the feelings o f others at work.” Representative items for the need for
dominance include “I seek an active role in the leadership o f a group,” and “I find
myself organizing and directing the activities o f others.” The internal reliability
coefficients for these scales vary greatly and are often problematic. Some researchers
have suggested using the scales with caution and interpreting results only when
adequate reliabilities are achieved. However, no alternative scales were identified.
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RESULTS

This section presents the results from the current study. First is a brief
discussion o f scale reliabilities as well as an explanation o f how missing data were
handled. Next is a discussion o f noteworthy correlational relationships among the
primary study variables and some additional descriptive information about the sample.
Finally, the remainder of the section presents the statistical analyses conducted to test
the predicted relationships. Please refer to Appendix A, Tables 4-13 for more detailed
information.
Scale Reliabilities and Missing Data
Scale scores for all multi-item measures were calculated by taking the mean of
all scale items. In cases where item values were missing, missing values were
replaced with the mean for that item for the subgroup to which the individual
belonged. For example, if an employee from the hospital did not answer item 15, this
value was replaced with the mean for item 15 for hospital employees, rather than with
the mean o f item 15 for the overall sample.
Cronbach’s alpha reliabilities are presented in Appendix A, Table 3. With the
exception o f the scales used from the Manifest Needs Questionnaire, all scale
reliabilities for primary variables were acceptable, ranging from .75 to .94.
Reliabilities for the Manifest Needs Questionnaire were lower, particularly the scales
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assessing the need for affiliation (alpha = .23) and the need for autonomy (alpha =
.53). The scale measuring the need for dominance was better, with an alpha of .73.
However, given the low reliabilities o f the Manifest Needs Questionnaire scales, any
results involving these scales should be regarded with a degree o f caution.
Inconsistent and often low reliability has been a problem with these scales in the past,
and other researchers have suggested the measures be used with caution, particularly
in cases o f low reliability (e.g., Blackburn, 1981; Dreher & Mai-Dalton, 1983; Joiner,
1982; Konovsky, Dalton, & Todor, 1986; Mayes & Ganster, 1983; Williams &
Woodward, 1980).
Correlations o f Primary Variables
A matrix presenting intercorrelations among all primary study variables is
presented in Appendix A, Table 3. This section focuses primarily on correlations
between variables involved in the hypothesized relationships. Several findings are
interesting to note. Also noteworthy is that the large sample size accounted for many
statistically significant correlations despite low magnitude. Correlations should be
interpreted with their practical significance in mind, in addition to their statistical
significance. For instance, gender was statistically significantly correlated with
numerous variables, although the magnitude o f several o f those relationships is
relatively small.
As expected, the correlation between perceived autonomy and job satisfaction
was quite high (r=.51, £><.01). Higher levels of perceived autonomy were also
significantly related to both affective (r=.38, £><.01) and normative (r=.29, £><.01)
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components o f organizational commitment. In addition, job satisfaction was
significantly related to support from co-workers (r=.40, p<.0l) and the organization
(r=65, p<.01), as well as all components o f organizational commitment. However, the
relationships between job satisfaction and affective (r=.61, p<.01) and normative
(r=.53, p<.01) commitment were o f much higher magnitude than the relationship with
continuance commitment (r=.08, p<.01). Although statistically significant, this
relationship does not seem practically significant; it is also the component of
commitment that would likely be the least related to satisfaction o f all three
commitment components, as it is posited to develop out o f perceptions o f lack of
available alternatives and investments in the organization.
Individuals’ level of telework was significantly related to both autonomy (r=.19,
P<.01) and job satisfaction (r=.l I, p<.01). Telework level was significantly related to
perceived organizational support (r=.08, p<.01) although not related to affective or
normative commitment. However, telework level was significantly and negatively
related to continuance commitment (r= -.07, p<.05). Telework level was also related
to employee tenure (r=.09, p<.01) and need for dominance (r=.08, p<.01). Although
the above mentioned relationships between telework and other variables were
statistically significant, the magnitude o f the correlations is relatively small, leading
one to perhaps question the practical significance o f the relationships.
The affective and normative commitment components were highly interrelated
as expected, although the resulting correlation (r=.70, £><.01) is somewhat higher than
the average intercorrelations reported in the literature (often in the .40-.50 range).
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Continuance commitment was also significantly related to the affective (r=.19, £><.01)
and normative components (r= 33, £<.01) although the magnitude of these
intercorrelations was much lower. The resulting correlations between continuance
commitment and the other commitment components are still somewhat higher than
average intercorrelations in the literature, which typically range from -.05 to .25.
Perceived co-worker support and perceived organizational support, significantly
correlated with one another (r=.40, £<.01), were also both significantly correlated with
affective (PCS: r=.36, £<.01; POS: r=.66, £<.01) and normative commitment (PCS:
r=29, p<.0l; POS: r=.62, £<.01). Finally, perceived autonomy was also significantly
related to both perceived organizational support (r=.47, p<.01) and perceived co
worker support (r=.33, p<.01).
Descriptive Characteristics of Sample
As indicated earlier, the group o f teleworkers in the current sample had a
higher proportion of females (55%) than males, whereas the opposite was found for
the group of non-teleworkers, which was 47% female. The groups were also roughly
the same age, with teleworkers reporting a mean age o f 45.1 and non-teleworkers at
44.6 years. The groups did differ in the number o f children (18 and under) they have,
although the difference was very slight (teleworkers have 1.1 children and non
teleworkers have .9 children). The overwhelming majority o f both teleworkers and
non-teleworkers reported themselves to be in the “associate/independent contributor”
job level, although there was a slight trend for teleworkers to be at a higher job level.
Although teleworkers were outnumbered by non-teleworkers in the current sample by
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roughly two to one, there were only 16 teleworkers in the lowest job level as
compared to 160 non-teleworkers in this category. However, there were 50
teleworkers at the “manager” level, compared to 68 o f the non-teleworkers, and 9
teleworkers at the “director” level, compared to only 5 non-teleworkers at this level.
Along similar lines, only 13% o f the teleworkers were hourly employees,
compared to 27% o f the non-teleworkers. A higher proportion o f teleworkers also
reported themselves to be part-time employees than did the non-teleworkers, although
the large majority o f both groups were full-time employees. There were 25 part-time
teleworkers and 27 part-time non-teleworkers. When non-teleworkers were asked
their reason for not telecommuting, the majority (63%) reported that the type o f work
they do requires their presence at the office. The next most popular reason, although
selected by only 17%, was that their supervisor would not permit them to work from
home, even though they felt they could complete at least some o f their work from
home. The rest of the non-teleworkers were split (approximately 10% each) between
“I don’t choose to” and “My manager does not support telecommuting in general.”
The teleworkers in the current sample did not work from home for a large
proportion of their time, although those teleworking as part o f a formal program
outnumbered informal teleworkers by over two to one. Over 90% of the teleworkers
reported working from home two days per week or less. Seventy-five percent of
teleworkers worked from home 1 day per week or less. Only 11 teleworkers reported
working from home 3 days per week, and the same number reported working from
home 4 days per week. Twenty-five teleworkers work from home full-time. Given
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that several hypotheses predicted relationships based on the time spent teleworking, it
would have been desirable to collect data from more individuals who worked from
home on a more regular basis.
Teleworkers were asked about the types of equipment used when working
from home, and the quality o f that equipment as compared to the quality of equipment
at the office. Almost all teleworkers reported using a computer when working from
home (97%). Telephone and modem/network connection use were almost as popular,
being used by 92% and 89% respectively. Fax machine use was not as popular,
endorsed by only 19% o f teleworkers. The majority o f teleworkers reported the
quality of their home equipment to be o f comparable quality to the equipment in the
office.
Teleworkers were also asked about the frequency o f their communication with
others when working from home as well as the type o f work they do when at home.
The teleworkers in this sample appeared to communicate less with their supervisor
than with their co-workers or customers/clients. Fourteen percent of teleworkers
reported that they never communicate with their supervisor when working from home
and almost half (48%) reported that they usually speak with their supervisor less than
once per day. The remaining 38% reported speaking with their supervisor at least
once per day, mostly between 1-4 times per day. Communication with co-workers and
customers/clients was more frequent on average, with 72% o f teleworkers
communicating with co-workers once or more per day and 62% communicating with
customers/clients at least once per day. When asked about the type o f work done most
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frequently from home, the majority (37%) reported that they were engaged in writing.
All other options (i.e., reading, teleconferencing, research, data entry) were endorsed
by fewer than 10% o f teleworkers, with the exception o f providing customer service,
endorsed by 11% o f teleworkers. However, 25% endorsed the “other” category,
indicating that their primary work function was not listed. Unfortunately they were
not given the option to write in their primary work information so this data could be
collected.
Finally, teleworkers were asked if there are children at home with them during
the day when they telework (for whom they are the primary caregiver). Most
teleworkers (89%) reported that they are not the primary caregiver for any children
when they are teleworking. Nine percent indicated that they are a primary caregiver
on occasion when they telework, but only 2% indicated that they are a regular
caregiver for one or more children when they telework. Teleworkers were also asked
about their distraction level when working from home and the extent to which their
work is accurately monitored when working from home. Some feel that distractions in
the home can disrupt concentration but many teleworkers feel that the home offers far
fewer distractions than the office environment. Although non-teleworkers in this
study did not answer a comparable question, teleworkers reported a very low
distraction level when working from home (mean level o f 1.5 on a 5-point scale).
Regarding the monitoring o f their work, most felt that their work is only slightly
monitored when working from home (2.0 on a 5-point scale) although it was felt that
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supervisors were moderately accurate judges (3.2 on a 5-point scale) of whether the
teleworker was actually working.
The descriptions given above for teleworkers were based on responses given
by those who reported themselves to be teleworkers. Some questions directed
specifically at teleworkers were answered by those who indicated that they are not
teleworkers in the telework screening question. Although the incidence rate for this
was not high (up to 3% o f the sample, depending on the question), it raises the
question as to the adequacy o f the telework screening question. It seems most likely
that these participants were simply not paying attention to the survey instructions,
although it is also possible that people misclassified themselves as non-teleworkers
according to the screening question although they do work from home on occasion.
The lessons from this research are twofold - survey instructions should be crystal
clear, and the meaning of “telework” should be explained clearly so as to distinguish
teleworkers from non-teleworkers. Further pilot research should address the best way
o f asking a screening question to make it simple for participants to classify themselves
into the correct category.
Hypotheses
Throughout the analyses, several variables were entered as control variables.
Organizational affiliation was controlled for in all the analyses to partial out any
effects o f organization. Similarly, gender and tenure were controlled in all analyses as
teleworkers and non-teleworkers differed on these variables, and these variables were
also related to the criteria o f interest. Finally, need for dominance was included as a
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control variable in just the first three hypotheses relating to job satisfaction and
autonomy. The reason for this is that need for dominance was related to the level o f
telework and could rationally be linked to autonomy. Those who are high in the need
for dominance may be expected to seek more autonomy in their work. However, need
for dominance was not included as a control variable in the remaining hypotheses as
there was no reason to suspect that need for dominance would be related to the other
dependent variables o f interest.
Hypothesis I predicted a positive relationship between amount of time spent
teleworking and overall job satisfaction, mediated by perceived autonomy. In order to
test this hypothesis, a series o f regression equations was estimated, as recommended
by Baron and Kenny (1986). Autonomy was first regressed on the level o f telework.
Need for dominance, tenure, gender, and organizational affiliation were controlled for
in this analysis. With those variables controlled, level o f telework was still a
significant predictor o f autonomy (AR2 = .048, F (1, 1108) = 58.73, £<.001, Beta =
.25). Thus, time spent teleworking was positively related to perceived autonomy on
the job.
Next, overall job satisfaction was regressed on the level o f telework, again
controlling for the need for dominance, tenure, and organizational affiliation. Level of
telework was also a significant predictor o f job satisfaction (AR2 = .008, F (1, 1108) =
10.25, £=.001, Beta = .11), indicating that time spent teleworking was positively
related to overall job satisfaction.
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Finally, job satisfaction was regressed on perceived autonomy and the level of
telework, with the same control variables. The Beta coefficient for telework level
dropped to -.02, £=.495. As the regression coefficient dropped to a non-significant
level when autonomy was also in the equation, this indicates that perceived autonomy
indeed mediates the relationship between telework level and job satisfaction,
providing support for Hypothesis 1. Results are presented in Appendix A, Tables 4-6.
Hypothesis 2 predicted that the relationship between time spent teleworking and
perceived autonomy is moderated by job level, such that the relationship is weaker as
job level increases, due to higher-level employees already enjoying quite a bit o f
autonomy. Higher-level employees in the sample did tend to report higher levels of
autonomy on the job, as the means for autonomy increased with each job level: level
1: 4.4 (SD =l.2), level 2: 4.6 (SD=1.3), level 3: 5.1 (SD =l.l), level 4: 5.4 (SD =l.l).
To test this relationship, autonomy was regressed on the level of telework, job level,
and the interaction term. The moderator hypothesis would be supported if the
interaction term is significant in the predicted direction. Employee tenure,
organizational affiliation, gender, and need for dominance were controlled for in this
analysis.
In the first step o f the analysis, autonomy was regressed on the control variables.
Next, telework level and job level were added to the model. With those variables
controlled, level of telework and job level were still significant predictors o f autonomy
(AR2 = .05, F (2, 1091) = 31.0, £<.001, Beta (telework level) = .24, £<.001, Beta (job
level) = .08, £ = .006), indicating that both time spent teleworking and job level were
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positively related to perceived autonomy. Finally, the telework level/job level
interaction term was added to the model. The interaction term was not significant and
did not improve predictability o f autonomy (AR2 = .000, F (1, 1090) = .10, p=.748,
Beta = ,05), indicating that the relationship between telework and autonomy is not
dependent on the employee job level. Thus, Hypothesis 2 was not supported.
However, time spent teleworking and employee job level were both significantly
positively related to perceived autonomy. Results are presented in Appendix A, Table
7.
A potential explanation for the lack o f a significant interaction is that it may have
been difficult to detect given that there was not an evenly balanced distribution of
participants in the various job levels. The job level variable was not normally
distributed and the range was seriously restricted. Almost three-fourths (n=987) of the
sample is classified in job level 2 (associate/independent contributor) and only 1
percent (n=14) o f the entire sample is classified as level 4 (director). As a result, it
may be difficult to find job level relating to other variables in predictable ways.
It may be o f interest to look at the individual bivariate correlations between
telework and autonomy for each job level. For the lowest job level (level 1), the
telework-autonomy correlation is .01 (p=.944, N=176). This relationship was
hypothesized to be much stronger. For the next higher job level (level 2), the
telework-autonomy correlation is .21 (£<.001, N=989). For the next job level (level
3), the telework-autonomy correlation is .14 (g=.122, N=118). For the highest job
level (level 4), the telework-autonomy correlation is -.50 (g=.056, N=15). What
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would have been expected o f the relationship for level 4 participants is a fairly weak
but positive relationship. By looking at the scatterplot, it is apparent that this
correlation is a result of one outlier (relatively high telework and low autonomy) that
had a relatively large impact given the small sample size for directors. The remainder
o f the group o f directors reported a low level o f telework and a high level of
autonomy. When the outlier is removed, the correlation drops to r=.01.
Hypothesis 3 predicted that the relationship between time spent teleworking and
overall job satisfaction is moderated by job level, such that the relationship is weaker
as job level increases. To test this relationship, satisfaction was regressed on the level
of telework, job level, and the interaction term. The moderator hypothesis would be
supported if the interaction term is significant in the predicted direction. Employee
tenure, gender, organizational affiliation and need for dominance were controlled for
in this analysis.
In the first step o f the analysis, job satisfaction was regressed on the control
variables. Next, telework level and job level were added to the model. With those
variables controlled, adding level of telework and job level to the model still
accounted for unique variance, although only the Beta for telework level was
significant (AR2 = .01, F (2, 1091) = 5.3, p=.005, Beta (telework level) = .09, £>=.005,
Beta (job level) = .05,2 - 122), indicating a positive relationship between time spent
teleworking and job satisfaction. Finally, the telework level/job level interaction term
was added to the model. The interaction term was not significant and did not improve
predictability o f job satisfaction (AR2 = .001, F (1, 1090) = 1.5, j>=217, Beta = -.20),
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indicating that the relationship between telework and satisfaction is not dependent on
the employee job level. Thus, Hypothesis 3 was not supported. However, time spent
teleworking was significantly positively related to overall job satisfaction. Results are
presented in Appendix A, Table 8. As with Hypothesis 2, a potential explanation for
the lack o f a significant interaction is the unbalanced distribution o f participants in the
various job levels.
Hypotheses 4 and 5 predicted a positive relationship between telework status and
affective organizational commitment, mediated by perceived organizational support.
It was reasoned that the opportunity to telework can indicate positive evaluation and
trust o f the employee, positively influencing their perceived support, and thus their
affective commitment to the organization. In order to test this hypothesis, perceived
organizational support was first regressed on employee telework status (H4). Tenure,
gender, and organizational affiliation were controlled for in this analysis. With those
variables controlled, telework status was still a significant predictor o f perceived
organizational support (AR2 = .01), F (1, 1120) = 12.3, p<.001, Beta = -.10
(l=teleworker; 2=nonteleworker). Thus, teleworkers reported higher levels of
perceived organizational support and Hypothesis 4 was supported.
Next, affective commitment was regressed on telework status, again controlling
for tenure, gender, and organizational affiliation. Telework status was not a
significant predictor of affective commitment (AR2 = .00, F (1, 1120) = . 11, p=.741,
Beta = .01). Thus, teleworkers and non-teleworkers did not differ significantly in their
reported levels o f affective commitment. As there was no support for the telework-
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affective commitment relationship, it was not necessary to regress affective
commitment on work arrangement and perceived organizational support in order to
test the mediational hypothesis. Hypothesis 5 was not supported. Results are
presented in Appendix A, Tables 9-10.
Hypothesis 6 predicted that teleworkers would report higher levels of normative
commitment than nonteleworkers, and that the relationship between teleworking and
normative commitment would be moderated by employee exchange ideology, such
that the relationship is stronger as exchange ideology increases. It was reasoned that
teleworkers would feel that the organization has given them a valuable benefit and
thus feel motivated to reciprocate with heightened (normative) commitment to the
organization. It was further reasoned that the strength o f this relationship would
depend on the employee’s exchange ideology, or their belief in a fair trade or
exchange between the organization’s treatment o f the employee and the employee’s
contributions to the organization. To test this relationship, normative commitment
was regressed on telework status, exchange ideology, and the interaction term. The
moderator hypothesis would be supported if the interaction term were significant in
the predicted direction. Employee tenure, gender, and organizational affiliation were
controlled for in this analysis.
In the first step o f the analysis, normative commitment was regressed on the
control variables. Next, telework status was added to the model. With those variables
controlled, telework status did not account for unique variance (AR2 = .00, F (1, 1120)
= 3.0, p = .08, Beta (telework status) = .05). Thus, there was no main effect for
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telework on normative commitment; teleworkers did not differ from non-teleworkers
in their level o f normative commitment. Next, exchange ideology was added to the
model, accounting for a small proportion of unique variance in normative commitment
(AR2 = .00, F (I, 1119) = 9.8, p = .002, Beta = -.09). Finally, the telework
status/exchange ideology interaction term was added to the model. The interaction
term did not improve predictability o f normative commitment (AR2 = .00, F (1, 1118)
= .62, p=.431, Beta = -.11), indicating that the relationship between telework and
normative commitment is not dependent on the employee exchange ideology. Thus,
Hypothesis 6 was not supported. Results are presented in Appendix A, Table 11.
Hypothesis 7 predicted that teleworkers would report higher levels of
continuance commitment than nonteleworkers. It was reasoned that teleworkers
would feel higher levels o f continuance commitment than non-teleworkers due to
heightened perceived costs o f leaving the organization (possibly giving up the benefit
of the telework arrangement). To test this relationship, continuance commitment was
regressed on telework status, controlling for tenure. In the first step o f the analysis,
continuance commitment was regressed on gender, organizational affiliation, and
tenure. Next, telework status was added to the model. With those variables
controlled, adding telework status to the model still accounted for unique variance,
although the effect o f telework was in the opposite direction o f what was predicted
(AR2 = .03, F (1, 1120) = 35.1, p<.001, Beta = .17. Teleworkers reported lower levels
o f continuance commitment than non-teleworkers. Thus, Hypothesis 7 was not
supported. Results are presented in Appendix A, Table 12.
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Hypothesis 8 predicted that the relationship between time spent teleworking and
perceived co-worker support is moderated by task interdependence, such that the
relationship is more negative as task interdependence increases. It was reasoned that
time spent teleworking would be negatively related to co-worker perception, attitudes,
and thus perceived support, and that these feelings would be magnified to the extent
that the co-workers and the teleworkers depended on one another for the successful
completion o f their job duties. To test this relationship, perceived co-worker support
was regressed on the level of telework, task interdependence, and the interaction term.
The moderator hypothesis would be supported if the interaction term were significant
in the predicted direction. Organizational affiliation and gender were controlled for in
this analysis.
In the first step o f the analysis, perceived co-worker support was regressed on
the control variables. Next, telework level and task interdependence were added to the
model. With organizational affiliation and gender controlled, adding level o f telework
and task interdependence to the model accounted for unique variance (AR2 = .11, F (2,
1283) = 82.6, p<.001, Beta (telework level) = .10, p=001, Beta (task interdependence)
= .33, £< .001). The main effect for telework level on perceived co-worker support
was significant, indicating that those who telework more tend to perceive higher levels
o f support from co-workers. This relationship is contrary to what was hypothesized
although the magnitude of the relationship between the variables is relatively small.
There was also a main effect for task interdependence, indicating a positive
relationship between task interdependence and perceived co-worker support. This
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T-tests comparing means o f teleworkers and non-teleworkers for the primary study
variables are presented in Appendix A, Table 14.
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DISCUSSION

This final section summarizes the results o f the current study and integrates the
findings with prior research and theory. Data from the two largest organizations were
analyzed separately and these differences will be presented and discussed as they
come up in the discussion of the hypotheses. Limitations of the current study will also
be presented, as well as ideas for future research. Finally, the theoretical implications
o f the current study and broader issues in this area o f research will be discussed.
Summary o f Results
Hypothesis 1 predicted a positive relationship between the amount o f time spent
teleworking and overall job satisfaction, and that this relationship is mediated by
perceived autonomy. This hypothesis was supported. Thus, it appears that, on
average, the amount o f time individuals spend teleworking is positively related to
overall job satisfaction, and this relationship is mediated by perceived autonomy on
the job.
These findings are consistent with a relatively large body of research that has
supported a link between perceived autonomy and job satisfaction (e.g., Fried, 1991;
Fried & Ferris, 1987; Loher et al., 1985; Roberts & Foti, 1998). Additionally, the
current research proposed that telework would be related to job satisfaction through
autonomy similar to the process through which flextime programs have been found to
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impact job satisfaction (Baltes et al., 1999; Pierce et al., 1989). Although numerous
researchers have suggested that telework should positively impact perceived autonomy
(e.g., Feldman & Gainey, 1997; Shamir & Salomon, 1985), research demonstrating
this link is sparse and weak. Similarly, research regarding the link between telework
and job satisfaction has been somewhat mixed and inconclusive, due in part to the
nature o f the studies (e.g., perception studies, lack o f control groups).
Differences have been found across facets o f satisfaction (e.g., DuBrin, 1991;
DuBrin & Barnard, 1993; Ramsower, 1985) but few have conclusively supported
differences in overall satisfaction. Hill et al. (1998) conducted a qualitative analysis
that revealed a positive effect of telework on “morale” but this finding was not
supported by their quantitative analysis. The current study has thus provided support
for the notion that telework is positively related to autonomy and job satisfaction,
although additional research should be conducted to confirm these findings.
An exception to the overall findings investigating this relationship was the
relationship between time spent teleworking and overall job satisfaction at the Gov 1
organization. In this organization, the telework-job satisfaction relationship was not
statistically significant, although the mean level o f satisfaction for teleworkers was 5.3
(SD=1.3) as opposed to the mean for non-teleworkers o f 5.0 (SD=1.5). This mean
difference is also not statistically significant, although the direction of the difference is
consistent with the hypothesized relationship that did receive support from the overall
sample.
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Hypotheses 2 and 3 predicted that job level would moderate the relationship
between time spent teleworking and perceived autonomy and satisfaction. It was
reasoned that at lower job levels (e.g., clerical, administrative), telework would make a
bigger difference to individuals’ perceived autonomy, and thus resulting satisfaction.
At higher job levels, it was reasoned that such individuals likely already experience
relatively high degrees of autonomy, and telework would not have as great an impact.
Van der Wielen et al. (1995) found support for this prediction, although the findings
are from a perception study in which participants at higher levels expected to gain
fewer benefits from telework arrangement. This effect has also been found in the
flextime literature (Baltes et al., 1999). However, the study data supported neither o f
these relationships.
One exception was a statistically significant interaction for telework and job
level on autonomy. At Gov I, the relationship between telework and autonomy was
significantly dependent on job level, as predicted. However, by examining the
scatterplot, it is clear that these relationships were the result o f outliers and restricted
range on the job level and telework level variables.
As discussed earlier, the different job levels were not represented equally by the
overall participant sample. By far, the majority o f respondents classified themselves
as level 2 (associate/independent contributor). A very small minority of participants
were classified as level 4 (highest level). Thus, it becomes difficult to predict
relationships that depend on a normal distribution o f the job level variable. Looking at
the individual job levels, the telework-autonomy relationship was moderately positive

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

109
for the middle job levels, slightly stronger for level 2. This was expected. The results
for job level I and job level 4 were not as predicted.
The relationship between time spent teleworking and perceived autonomy for
level 1 individuals was non-significant (r=.01, p=.944). This was expected to be the
strongest positive relationship of all the job levels, based on the reasoning that the
telework arrangement would have the greatest impact on their discretion to do the job,
compared to those at higher levels. However, the amount of time spent teleworking
made essentially no difference to perceived autonomy at this job level. Contrary to
what was predicted, the resulting relationship is closer to what was found by Olson
and Primps (1984), in which low level employees experienced lower levels of
autonomy with telework.
Without further investigation into the more specific nature o f the jobs, it is
impossible to know conclusively why telework was not related to the level of
autonomy for these individuals. One possible explanation is that the duties, tasks and
deliverables o f the work are so concrete and defined that telework did not allow the
individuals to have much more freedom. If a memo needs to be prepared or data need
to be entered, it must still be done in a timely fashion. It can easily be done from the
home rather than at the office, but it must still be done promptly. For higher-level
positions, outputs may not be monitored as closely or as frequently, due to the nature
o f the work. Thus, telework may indeed offer more autonomy.
In order to investigate further what is going on at lower job levels, it would be
necessary to understand those jobs in greater depth. It would be relatively simple to
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assess if the very nature o f the job had changed when telework was implemented, as
the jobs changed in the Olson and Primps (1984) study. Questions addressing
compensation and policies could reveal changes in the job, but the point raised above
regarding the concreteness and inflexibility o f the work itself is slightly more difficult
to investigate. Employees could be asked about the general types o f tasks they
perform and the general time frames in which their work must typically be completed.
It is possible, if not likely, that lower-level tasks are more short-term and discrete,
whereas higher-level tasks are longer term and more involved projects with the
potential to offer more discretion.
On the other extreme, a negative, marginally significant relationship (r= -.50,
p=056) was found between telework and autonomy for director level individuals
(level 4). This relationship was expected to be close to zero. As mentioned earlier,
the resulting relationship was negative primarily due to one individual who reported a
relatively high level o f telework and low level o f autonomy. Most other directors
reported lower levels o f telework and higher levels of autonomy. Without the one
individual, the resulting relationship was essentially zero (r= .01), as predicted.
However, with such a small number o f individuals in this category, it is not possible to
reliably predict the true relationship.
Hypotheses 4 and 5 predicted a positive relationship between telework status and
affective organizational commitment, mediated by perceived organizational support.
It was reasoned that employees who are allowed to telework would perceive this
opportunity as an indication o f trust and confidence in their ability, and as concern for
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their well-being. These feelings would positively impact their perceived
organizational support, which was predicted to positively impact affective
commitment.
As predicted, teleworkers did report higher levels o f perceived organizational
support. One exception was in the Gov I organization, where the difference between
teleworkers and non-teleworkers was not significant for levels o f perceived
organizational support. However, the difference (mean level o f 4.5 for teleworkers
and 4.3 for non-teleworkers) was consistent with the direction o f the effect found in
the study. No prior studies had directly examined this relationship, although Trent et
ai. (1994) found that teleworkers rated their company as more supportive than did
traditional office workers. The current study thus provides further evidence to support
this relationship. Additionally, the current study found perceived organizational
support to be significantly related to affective organizational commitment, supporting
numerous previous studies (e.g., Eisenberger et al., 1990; Hutchison, 1997a;
Hutchison & Garstka, 1996; Settoon et al., 1996).
However, teleworkers and non-teleworkers did not differ in their reported levels
of affective commitment to the organization as hypothesized. Some researchers have
hypothesized a negative impact o f telework on affective commitment (e.g., Feldman &
Gainey, 1997; Van der Wielen et al., 1995), although they have not empirically tested
the relationship. Others have investigated the relationship but found no significant
differences in affective commitment between teleworkers and non-teleworkers (Elder
& Smith, 1999; Olson, 1989b). Similarly, telework arrangement did not appear to be
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significantly related to affective commitment in the current study. While telework
appears to be related to perceived organizational support and perceived organizational
support is related to affective commitment, perhaps telework is not related to the
dimensions o f perceived support that are related to affective commitment.
Hypothesis 6 predicted that teleworkers would report higher levels o f normative
commitment than non-teleworkers because of feelings that their organization was
giving them a privilege and special benefit. Next, it was further suggested that the
strength o f this relationship would differ depending on the strength of the employees’
exchange ideologies. Individuals with strong exchange ideologies feel that there
should be reciprocity between organizational rewards and employee effort and loyalty.
For example, Eisenberger et al. (1986) found the relationship between perceived
organizational support and absenteeism to be greater for employees with a strong
exchange ideology. Thus, employees with a strong exchange ideology were suggested
to feel greater normative commitment to the organization when given the opportunity
to telework. For individuals with a weaker exchange ideology, these feelings of
reciprocity would not be as pronounced, so the relationship between telework and
normative commitment would not be expected to be as strong.
As described earlier, these hypotheses were not borne out, as teleworkers did not
differ from non-teleworkers on their level of normative commitment. (One exception
was at the space and aeronautics manufacturing organization; the mean level of
normative commitment for teleworkers [3.2] was slightly lower than the mean for nonteleworkers [3.3]. As the sample size for this organization was almost 900, this
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difference was statistically significant, although the small magnitude o f the difference
would suggest that this difference is not practically significant.) Further, employee
exchange ideology did not moderate the relationship. This finding is contrary to past
research and theory, albeit quite limited, that has found higher levels o f normative
commitment for teleworkers (e.g., Atkinson, 1985; Elder & Smith, 1999). Perhaps
this hypothesis would have been supported years ago and no longer holds up because
o f the way people now think of their employment contracts with their organization.
Years ago, more people took a job expecting to remain there for their entire career.
Individuals invested more of themselves in their organizations and they felt that their
organizations invested more in them. In the present day, many people feel that their
job would be eliminated if the company thought that it would be more profitable.
Perhaps telework has become prevalent in enough organizations that individuals do
not feel that telework is such an extraordinary benefit to them, deserving o f their
increased loyalty to the organization.
Perhaps this same reason could also explain why teleworkers did not report
higher levels o f continuance commitment. Hypothesis 7 predicted that employees
who telecommute would report higher levels o f continuance commitment to their
organization. This hypothesis was not supported. Although only one other study was
found investigating this relationship, those researchers also predicted higher levels of
continuance commitment for teleworkers but did not find significant differences
(Elder & Smith, 1999). With only two known studies o f this relationship, further
research needs to be conducted before we can make any firm conclusions.
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Continuance commitment was described earlier as developing dually out o f an
individual’s perceptions o f a lack o f equally attractive available alternatives as well as
perceptions that he or she has a vested interest in staying with the organization. If
telework arrangements are perceived as common across organizations, teleworkers
need not be concerned about being able to secure this arrangement elsewhere. Thus
they would have no reason to perceive a lack o f equally attractive available
alternatives. In fact, teleworkers reported significantly lower levels o f continuance
commitment than non-teleworkers. (An exception to this finding was at Gov I, where
the difference between teleworkers and non-teleworkers was not statistically
significant, although the direction o f the difference was the same.) Perhaps something
about teleworkers makes those individuals more aware o f other external opportunities.
For example, often teleworkers may need to be more computer / technologically
savvy, and perhaps this makes these individuals either more marketable or more aware
o f other opportunities.
Finally, it was hypothesized that the relationship between time spent teleworking
and perceived co-worker support would be negative and that the relationship would be
moderated by task interdependence. Previous research had suggested that telework
tends to have a negative effect on teamwork and co-worker perceptions and attitudes
(Hill et al., 1998; Pratt, 1984; Reinsch, 1997). It was further reasoned here that this
effect would be magnified as the degree o f task interdependence increases. As co
workers must increasingly interact and depend on one another more in order to
complete their work, the negative impact o f telework was expected to be greater.
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Thus, it was predicted that the effect o f telework would be most strongly negative in
situations where individuals telework at high levels and the individuals and their co
workers depend greatly on one another to complete their work.
This hypothesis was not supported. There was no negative effect o f time spent
teleworking on perceived co-worker support and no moderating effect of task
interdependence. In fact, time spent teleworking was positively related to perceived
co-worker support, contrary to what was predicted. (At Gov I, this relationship was
not statistically significant, although the difference between means for teleworkers and
non-teleworkers was in the same direction.) This finding is quite unexpected and the
most difficult to explain. Perhaps teleworkers are under the mistaken impression that
their co-workers are fully supportive o f the arrangement although in reality, the co
workers are resentful and disturbed. It is possible that the co-workers do not want to
let their true feelings known to the teleworking employee and they instead gather
together at the office and complain amongst themselves about the arrangement.
Further understanding this result would be o f great interest, as the existing literature so
clearly suggests the opposite.
Limitations
The primary and most obvious limitation o f the present study is the result o f the
study design —a post-test only study with non-equivalent groups. Thus, confidence in
the results is lessened due to the threat o f selection. Although an attempt was made to
partial out the effects o f extraneous factors that may differentiate teleworkers from
nonteleworkers, there was no random assignment o f employees to different work
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arrangement conditions. Thus, any differences that were found between groups may
not necessarily be attributed to the employees’ work arrangements but to the
employees themselves. The selection threat to the internal validity of the study
precludes us from the ability to make causal conclusions based on employee work
arrangement.
The nature o f the sample may also limit the conclusions that can be formulated
based on the study results. First, although certain hypotheses predicted relationships
based on the amount of time spent teleworking, only 3.5% o f the entire sample
teleworked 3 or more days per week on average. Thus, it is difficult to make firm
conclusions about those who telecommute at the higher levels and to compare those
individuals to others who telecommute less frequently or not at all. Second, two
hypotheses predicted a moderating effect o f job level. However, only 14 respondents
indicated that they belonged to level 4 (director or above). As mentioned earlier, this
may make it difficult to find job level relating to other variables in predictable ways.
Finally, although five organizations agreed to participate and the industries and job
types represented were varied, 89% o f the sample was from 2 of the 5 organizations.
O f the remaining 3 organizations, the numbers o f participants affiliated with those
organizations are 21, 24, and 97. Although this is not necessarily a limitation related
to the conclusions from this study, it does inhibit the ability to make reliable crossorganizational comparisons and to formulate inferences based on those comparisons.
Finally, an issue was brought to the attention o f the researcher in the midst o f
data collection. Several respondents called or sent e-mail messages to ask about the
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questionnaire. Specifically, they asked if the term “organization” as used in the
questionnaire referred to their department within the organization or to the overall
organization as a whole. The number o f participants that asked this question was
relatively small, but it raises a question as to what the remainder o f respondents had in
mind when completing the questionnaire. It is most likely that some answered using
their department as a reference point whereas others responded with the overall
organization in mind. This could possibly have impacted the resulting relationships
between telework and the various outcome measures. For example, individuals
permitted to telework may feel positively toward their department within the
organization but these positive feelings may not extend to positive feelings toward the
larger organization. Future research should address this issue.
Directions for Future Research
The present study notwithstanding, there is still a serious lack of empirical
research in the area of telework. In fact, the U.S. Department of Labor cited a lack of
evidence o f the impact o f telework as an impetus for them to implement a five-year
research plan in an effort to further understand the potential impact o f telework on
work, workers, and society (Rodgers, 2000). We still lack conclusive answers to
many questions regarding the psychological effects on employees o f this alternative
work arrangement, as well as concrete outcomes for organizations. At this time, it is
almost difficult to pinpoint directions for research, as the field is wide open.
First, more quantitative experimental research should be conducted to answer the
questions regarding telework and employee job satisfaction, as well as other work

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

118
attitudes. Such research should seek to take into account the amount o f time spent
teleworking (as well as other potentially important variables). As discussed
previously, time spent teleworking could have important and different implications for
different attitudes. As pointed out by Gerstel (2000, p.l 19), “The consequences of
telework are very different depending on which employers, which workers, and which
industries we examine.. .We need to talk about variation rather than broad statements
about the impact o f telework.”
Another potentially critical impact of telework for employees is social isolation.
Many researchers, theorists, and practitioners raise this as an important issue but the
actual research is sparse. It is likely that many factors interact to influence feelings of
social isolation and these variables need to be identified and understood. For instance,
an individual’s personal style, preferences and personality will likely impact their
feelings. Some people look to the workplace to fulfill their social needs more than
others. An individual who craves this social aspect of work will likely feel more
social isolation when working from home. The type o f work, presence o f others at
home, time spent teleworking and extent of communication with others will also likely
impact feelings o f social isolation. The answer to the simple question “Do teleworkers
experience feelings o f social isolation?” is actually not so simple and should be
studied further.
Related to feelings of loneliness or social isolation, the impact o f telework on
work-family balance should be further studied. Boundaries can become blurred when
work is done from home and this can undoubtedly affect family life. One expert has
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productivity, positive work attitudes). The consequences and implications o f the
arrangements may differ vastly and should be investigated further.
In addition to research on the teleworkers and their in-office counterparts, we
need to investigate management-related issues. It is often claimed that telework has
not taken off at as rapid a rate as expected because of management resistance. First,
many managers may feel nervous and anxious at the prospect o f having to manage
remote workers, feeling unprepared and unsure. Atkinson (1985, p. 107) has said that
“the first and usually most vehement complaint that managers offer when faced with
the telecommuting issue is, ‘How can I manage someone I can’t even see?”’ Second,
managers may feel that the scope of their power is reduced when they have fewer (or
no) workers in the office to oversee. Perin (as quoted in Van der Wielen et al., 1995,
p. 270) reasoned that, “Not only fearing that they will lose control over the work of the
home-working subordinates, managers may also be fearing [a] loss of symbolic
deference to their authority.” If we indeed pursue telework as a viable option, we need
to better understand how to overcome management resistance to telework, how to
address their anxiety, and to what extent different management and leadership styles
are more effective with teleworkers.
Some in the field have suggested that management o f remote workers is
qualitatively different from management o f office workers and thus should be trained
as such. Others have said that while managers certainly should be trained, the skills
required to manage remote workers are no different than the skills that would make
them effective office managers. However, the need for many o f these managerial
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skills may be more critical when managing remote workers as so many o f the more
casual meetings and conversations are no longer present. For example,
communication and interpersonal skills are likely critical skills for remote managers to
master. Effective relationship building can be more difficult when not done face-to
face, and communication can be more difficult when non-verbal cues are not readily
apparent through email or voicemail. These skills are important for most managers
whether they manage remote or in-office employees, although they may be even more
critical for remote managers.
Factors more related to organizations’ bottom lines are also in need o f better
understanding. The impact of telework on productivity is widely cited as a positive
effect although the evidence is primarily anecdotal or self-report data from teleworkers
or their managers. Clearly this evidence cannot be relied upon as conclusive.
Improved employee retention is also often cited as a benefit to organizations from
telework, but this conclusion is also not based on empirical research. This logic seems
to rely on the notion that teleworkers would stay with the organization because o f the
benefits they receive or because of the perceived costs o f leaving the organization.
However, teleworkers in the current study reported lower levels of continuance
commitment than non-teleworkers, suggesting that organizations may not experience
the benefit o f improved retention as a result o f telework programs for employees.
What Came First - Telework or the Teleworker?
Thus far, this study and the ideas presented for future research have implied that
there may be psychological consequences o f telework arrangements. Such an
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arrangement may impact work attitudes, performance, and turnover. However, due to
the nature o f this study and numerous others, we cannot rule out the threat o f selection,
or the possibility that teleworkers and non-teleworkers are different in some way.
Thus, we need to understand what it is we are studying - if it is the implications o f
telework or if it is the teleworkers themselves. This study cannot answer that
question, but future research should investigate this question.
Investigations using random assignment o f individuals to condition could be
conducted to rule out preexisting differences between groups. However, this is not
practical, feasible, or likely to be acceptable in most organizations. Nor is this a
research question that can be reasonably studied in a laboratory experiment. Time
series designs using repeated measures could be used to answer this question, whereby
individuals would be assessed prior to exposure to telework to allow us to benchmark
any preexisting differences. We may find that those drawn to telework do differ from
others but that telework has an impact on attitude variables as well. A good idea
would be to begin with more qualitative research, getting out in the field and
interviewing many people, possibly identifying trends, themes, or potential
differences, and formulating hypotheses to be investigated further.
Looking at the trends of the evidence, there may be some reason to suggest that
what we are studying is actually teleworkers themselves. Research suggests that
teleworkers are slightly older, more seasoned and experienced employees than nonteleworkers. Results from this study suggested that teleworkers were higher than non
teleworkers in the need for power or dominance. Additional demographic data from
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the 2000 Telework America study (International Telework Association and Council,
2000

a) indicates that teleworkers are more educated (82% o f teleworkers had

completed at least some college education as compared to 60% o f non-teleworkers)
and heavier users o f computer technology.
The present research provided evidence that teleworkers perceived higher levels
of support from their co-workers and their organization, but that this perceived support
did not necessarily engender emotional attachment to the organization or feelings of
moral obligation to remain. Teleworkers were also expected to experience higher
levels o f continuance commitment to the organization because o f the benefit they had,
but they in fact reported lower levels than non-teleworkers.
Perhaps teleworkers are a slightly different breed, higher levels of competence
and confidence, and need for autonomy and dominance. They are more educated and
have more opportunities available to them, or at least perceive that they do because of
their skill set. They may experience lower levels of continuance commitment because
they perceive no lack o f equally attractive alternatives. They may feel as though “the
world is my oyster.” Although they appreciate the benefit and support they receive
from the organization in terms o f this arrangement, they may not feel obligated to
reciprocate in any way with their loyalty because they feel they are deserving o f these
benefits.
Theoretical Implications o f the Present Research
Telework itself is not a psychological construct. However, it was proposed in
the current study to have implications for several psychological constructs. As such,
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numerous constructs o f interest to us as organizational psychologists were examined.
Therefore, from this research we can glean information related to these constructs that
can possibly help us more thoroughly understand the nomological net surrounding
these various constructs, including their antecedents and consequences, and reaffirm
prior findings regarding these constructs.
For instance, the current research has further supported a relationship we have
known to exist regarding job satisfaction and perceived autonomy. Prior research has
demonstrated that this relationship is fairly well established. Employee discretion and
perceived autonomy on the job can increase levels o f overall employee job
satisfaction.
One interesting finding in the current study was that gender was significantly
related to all three components of organizational commitment. Females tended to
report higher levels o f affective, normative, and continuance commitment. Further
research would be helpful to better understand this effect and support the relationship,
as well as to investigate mediating psychological processes. Also regarding
organizational commitment, the affective and normative components were strongly
related to each other (r=.70). Research has demonstrated that although these
components are strongly related, they are still distinct constructs as demonstrated
through their different relationships with other variables. The present research would
suggest the same. Although affective and normative commitment were both
significantly related to several common variables, only affective commitment was
significantly related to age and job level. Perhaps as employees get older and progress
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to higher levels, they are increasingly inculcated with the organizational values. Also,
the fact that they are at a high level in the organization may indicate that they have
been there for quite some time, and it is thus more likely that they are actually fond of
the organization. Affective commitment was significantly and positively related to the
need for dominance, whereas normative commitment was slightly negatively related to
this variable, although the relationship was not significant. Affective commitment and
need for dominance may be related simply as a function o f higher-level employees
reporting higher levels o f affective commitment and higher need for dominance.
Telework was not related to affective commitment, although it was related to
perceived autonomy, job satisfaction, and perceived organizational support. One
possible path that is suggested by these relationships is that telework impacts both job
satisfaction and perceived organizational support through its effect on perceived
autonomy. Autonomy could thus contribute to perceived organizational support,
although other determinants o f organizational support are what impact affective
commitment. Telework does not contribute to the other mediating processing leading
to affective commitment from perceived organizational support. This research did not
investigate these causal paths, but future research could do so.
Organizations and practitioners are desperate for practical advice, information,
and best practices for telework, and we should continue research providing
information based on solid conclusions.
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Appendix A

Table 1
Dimensions of Teleworkers

Amount o f telework:

Anywhere from less than once per month to full time
(5 days per week)

Location o f telework:

Home office
Satellite office
Neighborhood work center
Client locations, hotels, airplanes/airports

Program formality:

Formal program
Informal arrangement with supervisor

Flexibility o f working hours:

Constrained
Primarily flexible
Completely flexible

Program initiative:

Employee-initiated (voluntary)
Organization-initiated (involuntary)
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Table 2
Participant and Organization Demographics

Pharmaceutical

Space/Aeronautics

Hospital

N sent survey

40

1500

30

N respondents

21

886

24

Response rate

53%

59%

80%

56% M

75% M

3% M

44% F

25% F

97% F

3 M (14.3%)

491 M (55.4%)

17 F (81%)

358 F (40.4%)

1 missing (4.8%)

37 missing (4.2%)

Organization mean age

39.4

44.9

No data

Respondent mean age

41.6 (SD=8.6)

45.0 (SD=8.4)

46.0 (SD=9.7)

8 yrs 11 mo

13 yrs 9 mo

9 yrs

7 yrs 2 mo
(SD=4.8 yrs)

14 yrs 1 mo
(SD=7.8 yrs)

9 yrs 8 mo
(SD=8.5 yrs)

Organization FT/PT

98% FT

99% FT

75% FT

status*

2% PT

1% PT

25% PT

Respondent FT/PT

18 FT (85.7%)

847 FT (95.6%)

18 FT (75%)

status*

3 PT (14.3%)

13 PT (1.5%)

5 PT (20.8%)

Respondent Telework

15 TW (71.4%)

272 TW (30.7%)

11 TW (45.8%)

Status*

6 NON (28.6%)

591 NON (66.7%)

13 NON (54.2%)

Organization gender*

Respondent gender*

I M (4.2%)
23 F (95.8%)

Organization mean
tenure
Respondent mean tenure

23 missing (2.6%)

(table continues)
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Govl

Gov2

Overall

N sent survey
N respondents

1242

3410

322

598
97

Response rate

26%

16%

40%

37% M

62% M

63% F

38% F

-

108 M (33.5%)

49 M (50.5%)

652 M (48.3%)

207 F (64.3%)

47 F (48.5%)

652 F (48.3%)

7 missing (2.2%)

I missing (1%)

46 missing (3.4%)

Organization mean age

45

47

-

Respondent mean age

45.1 (SD=10.5)

47.2 (SD=9.9)

44.8 (SD=9.1)

Organization mean tenure

10 yrs

10 yrs 6 mo

-

Respondent mean tenure

9 yrs 2 mo
(SD=7.2 yrs)

8 yrs 7 mo
(SD=7.2 yrs)

Organization FT/PT

92% FT

86% FT

status*

8% PT

14% PT

293 FT (91.3%)

94 FT (96.9%)

1270 FT (94.1%)

28 PT (8.7%)

3 PT (3.1%)

52 PT (3.9%)

Organization gender*

Respondent gender*

Respondent FT/PT
status*
Respondent Telework
Status*

111 TW (34.5%)
208 NON (64.6%)
3 missing (.9%)

21 TW (21.6%)
76 NON (78.4%)

1350

12 yrs 4 mo
(SD=8.0 yrs)

-

430 TW (31.9%)
894 NON (66.2%)
26 missing (1.9%)

Note. * M = male; F = female; FT = full time; PT = part time; TW = teleworker; NON
= non-teleworker.
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Table 3
Descriptive Statistics and Intercorrelations for Study Variables
Variable

M

SD

N

1

1. Gender’

1.5

.5

1304

44.79

9.05

1296

-.12

1.98

.52

1298

-.08

.15

148.24

96.05

1145

-.14

.44

.09

5, Perceived autonomy

4.64

1.29

1350

.09

.03

.13

6, Affective organizational commitment

4.05

1.39

1350

.13

.08

7. Normative organizational commitment

3.42

1.39

1350

.18

8. Continuance organizational commitment

3.78

1.25

1350

9. Perceived organizational support

4.03

1.32

10, Exchange ideology

3.60

11. Perceived co-worker support

2

3

4

5

6

-.12

-.08

-.14

.10

.14

.15

.44

.03

.09

.09

.15

.08

-.02

-.03

-.02

.75

.47

.07

-.03

.38

.86

.05

.03

-.07

.29

.70

.09

.12

-.07

.14

-.04

.19

1350

.15

-.06

.04

-.21

,47

.66

1.25

1350

-.14

-.00

-.07

.07

-.12

-.11

5.12

1.11

1350

.11

-.06

.06

-.09

.33

.36

12. Task interdependence

5.06

1.20

1350

-.00

-.04

.07

-.01

.11

.13

13. Need for dominance

4.01

.90

1350

-.09

-.05

.26

-.00

.13

.06

14. Overall job satisfaction

4.81

1.45

1350

.18

.02

.07

-.11

.51

.61

15. Telework level

1.68

3.67

1337

.08

.03

.06

.09

.19

.03

2. Age
3. Job level
4. Total tenure in months

(table continues)

Variable

7

8

9

10

11

12

13

14

15

1. Gender

.19

.10

,15

-.16

.11

.00

.11

.20

.08

2. Age

.05

.13

-.06

.00

-.06

-.04

-.06

.02

.03

3. Job level

.03

-.08

.04

-.08

.06

.08

.30

.08

.06

4. Total tenure in months

-.08

.15

-.22

.08

-.09

-.01

.00

-.12

.09

5. Perceived autonomy

.36

-.05

.56

-.16

.39

.14

.18

.65

.22

6. Affective organizational commitment

.81

.23

.73

-.13

.40

.16

.08

.73

.03

7. Normative organizational commitment

.87

.39

.69

-.15

.32

.07

-.03

.63

.00

8. Continuance organizational commitment

.33

.82

.11

.03

-.07

-.06

-.19

.10

-.08

9. Perceived organizational support

.62

.10

.94

-.19

.43

.15

.00

.74

.08

10, Exchange ideology

-.12

,02

-.16

.78

-.14

-.05

-.05

-.21

.01

11. Perceived co-worker support

.29

-.06

.40

-.12

.94

.37

.13

.46

.06

12. Task interdependence

.06

-.05

.13

-.04

.32

.81

.27

.16

-.07

13, Need for dominance

-.02

-.15

.00

-.04

.11

.21

.73

.04

.09

14, Overall job satisfaction

.53

.08

.65

-.17

.40

.13

.03

.81

.12

15. Telework level

-.00

-.07

.08

.01

.06

-.06

.08

.11

Note. All r>.06, and >.08 are statistically significant at p = .05 and .01, respectively, two-tailed, t : I=male, 2=female. Scales 5-14 range from 1-7; the
higher the score, the greater the endorsement of the item. Scale reliabilities are presented on the diagonal in bold. Corrected correlations (corrected
for unreliability) are above the diagonal. Telework level indicates days per month worked from home (0=none; 1=1 day per month or less; 2=2 days
per month; 4=1 day per week; 8=2 days per week; 12=3 days per week’ 16=4 days per week; 20=5 days per week).
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Table 4
Summary of Regression Analysis for Autonomy on Telework Level (HU

Variable

Beta

t

F

Rz

7 £#**

.05***

58.7***

09***

AR'

Step I.
Org. affiliation

_

j j***

Org. affiliation

_

21***

Org. affiliation

- .0 1

Org. affiliation

-. 1 1 *

-2 . 1 *

Gender

.08*

2.7*

Tenure

.0 2

.7

-3.5***
_3 9 ***
-.3

3.8***

Need for dominance
Step 2.
Level of telework

.25***

-j j***
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Table 5
Summary o f Regression Analysis for Job Satisfaction on Telework Level (HI)

Variable

Beta

t

.0 1

.2

F

R^

14.0***

08***

10.3***

.08***

AR:

Step I.
Org. affiliation
Org. affiliation

.

3 3

***

Org. affiliation

- .0 2

Org. affiliation

-.2 0 ***

-6 . 1
-.7
9

***

4 9

***

.3

Gender

.15***

Tenure

-.04

- 1 .2

.05

1 .6

Need for dominance
Step 2.
Level o f telework

11

***

3.2***

*p<.05. **p<.01. ***p<.001.
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Table

6

Summary o f Regression Analysis for Job Satisfaction on Autonomy & Telework
Level (H ll
Variable

Beta

T

F

R-

14 o***

08***

188.5***

.31***

AR'

Step 1.
Organizational affiliation

.0 1

.2

-6 . 1 ***

Organizational affiliation

-.33***

Organizational affiliation

- .0 2

Organizational affiliation
Gender

-.2 0 ***
15***

Tenure

-.04

- 1 .2

.05

1 .6

Need for dominance

-.7
9

***

4 9

***

Step 2.
Autonomy

.50***

Level o f telework

- .0 2

19 1 ***
-.7

*p<.05. **p<.01 ***p<.001.

Reproduced with permission o f the copyright owner. Further reproduction prohibited without permission.

.23***

148

Table 8
Summary o f Regression Analysis for Job Satisfaction on Telework Level and Job
Level (H31

Beta

t

Org. affiliation

.0 1

.1

Org. affiliation

_ 3 4

Org. affiliation

- .0 2

Org. affiliation

- .2 0 * * *

-3.8***

l^***

5 2***

Variable

F

Rz

A R“

14 y * * *

Q 9***

5.3**

.10**

.0 1 **

1.5

.10

.0 0

Step 1.

Gender
Tenure
Need for dominance

***

-.03
.05

- 6 .2 * * *

-.7

-

1.0
1 .6

Step 2.
Level o f telework

.09**

Job level

.05

2 .8 * *

1.5

Step 3.
Telework level x job

- .2 0

-1 .2

level interaction

*p<.05. **p<.01. ***p<.00l.
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Table 9
Summary o f Regression Analysis for Perceived Organizational Support on Telework
Status (H4-5)

Variable

Beta

t

.0 1

.3

F

R1

AR"

Step I.
Org. affiliation
Org. affiliation

_ 3 4 ***

-6.4***

Org. affiliation

- .0 0

Org. affiliation

-.17**

-3.3**

Gender

.09**
_ |4***

3.1**
_4 7 ***

Tenure

- .0

24.3***

12

***

Step 2.
Telework status

_ |Q * * *

-3 5 ***
12.3***

.13***

*p<.05. **p<.01. ***p<.001. (teleworker=l; non-teleworker=2)
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Table 10
Summary o f Regression Analysis for Affective Organizational Commitment on
Telework Status (H4-51

Variable

Beta

T

Org. affiliation

-.04

1 .1

Org. affiliation

-.2 2 ***

F

A Rz

Step 1.

Org. affiliation
Org. affiliation

.1

.0 0

-.17**

Gender

12

Tenure

.0 1

-4.0***

***

-3.3**
4.1***
.18
6

9***

04***

Step 2.
Telework status

.0 1

.3
.1 1

.04

*p<.05. **p<.01 ***p<.001 (teleworker=l; non-teleworker=2).
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Table 11
Summary o f Regression Analysis for Normative Commitment on Telework Status and
Exchange Ideology (H61

Variable

Beta

t

Org. affiliation

-.44

- .1

Org. affiliation

.

Org. affiliation

- .0 2

Org. affiliation

_

F

R2

. ***

05***

A R2

Step 1.

Gender
Tenure

19

***

14**
17***

-.03

-3.5***
-.7
-2 .6 **
5.5***
- 1 .0
10 0

Step 2.
Telework status

.05

1.7
3.0

.05

.0 0

9.8**

.06**

.0 1 **

.6

.06

Step 3.
Exchange ideology

-.09**

-3.1**

Step 4.
Telework status x

- .1 1

- .8

exchange ideology
interaction

*p<.05. **p<.01. ***p<.001. teleworker=l; non-teleworker=2.
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Table 12
Summary of Regression Analysis for Continuance Commitment on Telework Status
£H7)

Variable

Beta

F

t

Rz

A R2

Step 1.
Gender

15***

4

9***

Org. affiliation

.05

1.5

Org. affiliation

.06

1 .2

Org. affiliation

- .0 1

Org. affiliation
Tenure

.03
15***

-.3
.6
4

9***
. ***

.04***

____________________________________________ 35.1***

.07***

8 6

Step 2.
Telework status

.17***

5.9***

*p<.05. **p<.0l. ***p<.001. teleworker=l; non-teleworker=2.
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Table 13
Summary o f Regression Analysis for Perceived Co-Worker Support on Telework
Level and Task Interdependence (H 8 )

Variable

Beta

T

F

Rr "

4R 2

Step 1.
11

Gender

***

3.8***

Org. affiliation

-.06*

-2 .0 *

Org. affiliation

- .1 0

-2 . 0

Org. affiliation

-.04

-1.4

Org. affiliation

-.05

-1 .0
9***

Q2 **«

82.6***

.13***

1 1

1 .0

.13

.0 0

4

Step 2.
Level of telework
Task interdependence

. 1 0 **
3 3 ***

3.2**
12.4***
***

Step 3.
Telework level x task

- .1 0

- 1 .0

interdependence
interaction

*p<.05. **p<.0l. ***p<.001.
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Table 14
T-tests o f Means for Teleworkers and Non-teleworkers for Primary Study Variables

Teleworker
5.2

Non-teleworker
4.4

( 1 .2 )

(1.3)

5.0

4.7

(1.4)

(1.5)

4.1

4.0

(1-4)

(1.4)

3.4

3.4

commitment

(1.3)

(1-4)

Continuance

3.5

3.9

commitment

( 1 .2 )

(13)

4.2

3.9

(1.3)

(1.3)

5.3

5.0

( 1 .0 )

( 1 .2 )

Variable
Autonomy

Job Satisfaction

Affective commitment
Normative

Perceived
organizational support
Perceived co-worker
support

t
. ***

df
1322

***

1322

.9

1322

- .8

1322

-5.8***

1322

4 0***

1322

3.8***

1322

11 0

3 7

***p<.001. Standard deviations indicated in parentheses.
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Appendix B

Job
Satisfaction

Job
Level
(H1-H3)
Autonomy

Time spent
Teleworking

Perceived Coworker Support

Task
Interdependence

Figure 1. Telework hypotheses (telework as continuous).
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Affective
Commitment

(H4-H5)

Perceived
Organizational
Support

Participation in
Telework
Arrangement

Normative
Commitment

Exchange
Ideology

(H7)
Continuance
Commitment

Figure 2. Telework hypotheses (telework as dichotomous).
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Appendix C
Advance notice letter sent to participants approximately one week prior to survey
distribution:
Dear [Organization name] employee:
In approximately one week I will be sending you an electronic survey entitled “Work Attitude
Questionnaire.” The questionnaire will give you the opportunity to express your opinions
about various aspects of your job. You will receive access to this on-line survey via a link
sent to you in an e-mail message. You can complete the survey on-line, and your responses
will be automatically sent to a database, which removes your e-mail address to ensure your
anonymity.
Researchers (including myself) are conducting this survey at Purdue University as part of a
doctoral dissertation. Your organization has agreed to participate, although they will not have
access at any time to any individual responses. At the conclusion of the process, your
organization will be provided with a summary report of the findings. These results will not
contain any identifying information, such as job level, number of years with the company, or
any other characteristics that may pertain to only a small group of people. The results will be
used to understand the impact of work characteristics on employee attitudes.
Your participation is extremely valuable for this research to be meaningful and successful. It
should take less than fifteen minutes to complete the survey. Next week when you receive the
link to the survey, you will be provided with further information and instructions. To further
encourage your participation, we are giving away cash prizes! Six participants will be selected
at random to receive cash ***** One Ist prize of $75, two 2nd prizes of $50, and three 3rd prizes of $25. *****
Instructions for how to enter the drawing will accompany the survey next week. Exact odds of
winning a prize will depend on the number of entries, but the estimated odds of winning a
prize are 1 in 50.
Please understand that your participation in this research is completely voluntary. You may
choose not to participate, but your responses would be very helpful to me and to your
organization. Please contact Dr. Rebecca Henry at (765) 494-4608 or Erica Desrosiers at
(765) 494-6905 at Purdue University if you have any questions regarding this research project.
If there are concerns about the treatment of research participants, contact the Committee on
the Use of Human Research Subjects at Purdue University, ENAD 328, West Lafayette, IN
47907. The phone number for the Committee’s secretary is (765) 494-5942. The e-mail
address is humans@sps.purdue.edu. I recommend that you print a copy of this page and save
a copy for your records, should you have future concerns.
I hope you are looking forward to this opportunity to express your opinions. I certainly look
forward to receiving your responses. Thank you so much for your time.
Erica Desrosiers, M.S.
Purdue University
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Appendix E
Employee Attitude Questionnaire
Please answer each question by selecting the response alternative that best describes
your opinion. Please do your best to answer every question. Please be sure to
complete the entire survey. It should take approximately 15 minutes. The survey will
be o f value only to the extent that it is answered honestly, objectively, and completely.
When you have completed the survey, click the “Submit Survey” button at the bottom
o f the screen. Your answers will be sent to a data file which contains no information
from which individuals can be identified. Y our responses will remain completely
anonymous.
Thanks again for your time and participation!

I . Overall, how satisfied are you with your job?
Very
dissatisfied

Dissatisfied

Somewhat
dissatisfied

Neither
satisfied nor
dissatisfied

Somewhat
satisfied

Satisfied

Very
satisfied

2. How much autonomy is there in your job? (That is, to what extent does your job
permit you to decide on your own how to go about doing the work?) Please use
the following 7-point scale.
I
Very much; the
job gives me
almost complete
responsibility
for deciding
how and when
the work is done

Moderate autonomy;
many things are
standardized and not
under my control,
but I can make some
decisions about the
work

Very little; the
job gives me
almost no “say”
about how and
when the work
is done

Below are 4 statements which could be used to describe a job. Please indicate whether
each statement is an accurate description o f your job.
3. The job denies me any chance to use my personal initiative or judgment in
carrying out the work.
Very
inaccurate

Mostly
inaccurate

Slightly
inaccurate

Uncertain

Slightly
accurate

Mostly
accurate
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4. The job gives me considerable opportunity for independence and freedom in how I
do the work.
Very
inaccurate

Mostly
inaccurate

Slightly
inaccurate

Uncertain

Slightly
accurate

Mostly
accurate

Very
accurate

5. The job gives me considerable flexibility to work at my personal “peak” times
(i.e., the times o f day I feel most productive).
Very
inaccurate

6

Mostly
inaccurate

Slightly
inaccurate

Uncertain

Slightly
accurate

Mostly
accurate

Very
accurate

Mostly
accurate

Very
accurate

. I have complete freedom to schedule my own work hours.
Very
inaccurate

Mostly
inaccurate

Slightly
inaccurate

Uncertain

Slightly
accurate

The following questions ask about your attitude toward your organization. Please
indicate the level o f your agreement or disagreement with each statement using the
following scale:
1= Strongly Disagree
2=Disagree
3=Somewhat Disagree
4=Neither Agree nor Disagree
5= Somewhat Agree
6 = Agree
7=Strongly Agree
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7. I would be very happy to spend the
rest of my career with this
organization.
8

. I really feel as if this organization’s
problems are my own.
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9 . 1 do not feel like “part o f the family” at
my organization.
do not feel “emotionally attached”
to this organization.

1 0 .1

11. This organization has a great deal of
personal meaning for me.
do not feel a strong sense o f
belonging to my organization.

1 2 .1

4J

•5
j au

a00

a &
l<
C/5

<

5

6

5

6

5

6

5

6

13.1 do not feel any obligation to remain
with my current employer.

4

5

6

14. Even if it were to my advantage, I do
not feel it would be right to leave my
organization now.

4

5

6

15.1 would feel guilty if I left my
organization now.

4

5

6

5

6

4

5

6

16. This organization deserves my
loyalty.
17.1 would not leave my organization
right now because I have a sense of
obligation to the people in it.
18.1 owe a great deal to my organization.

2

3

4

5

6

19. It would be very hard for me to leave
my organization right now, even if I
wanted to.

2

3

4

5

6

2

3

4

5

6

20. Too much in my life would be
disrupted if I decided I wanted to
leave my organization right now.

1
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21. Right now, staying with the
organization is a matter of necessity
as much as desire.

1

2

3

4

5

6

7

2 2 .1 believe that I have too few options
to consider leaving this organization.

1

2

3

4

5

6

7

1

2

3

4

5

6

7

24. One o f the major reasons I continue
to work for this organization is that
leaving would require considerable
personal sacrifice; another
organization may not match the
overall benefits I have here.

1

2

3

4

5

6

7

25. If I had not already put so much o f
myself into this organization, I might
consider working elsewhere.

1

2

3

4

5

6

7

23. One o f the few negative
consequences of leaving this
organization would be the scarcity o f
available alternatives.

Listed below are a series o f statements that represent possible feelings that individuals
might have about the company or organization for which they work. With respect to
your own feelings about the particular organization for which you are now working,
please indicate the degree o f your agreement or disagreement with each statement.
^CO8k*
c eo
Q

09

c/3 Q

es
u J2m uU
« ©
c a2 •C u
2
CO u CO *•—S CuJ CO *
acb
g
E .23
Z
opr
<*Q cin<
cO
nQ
C9

O

Urn

26. My organization values my
contribution to its well-being.
27. My organization strongly considers
my goals and values.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Vt

%
>
aCO

<

>%
ac
eco
o
CO
S5<

163

^00 8
c
o *op9
ts - g
C/3 Q

28. My organization would ignore any
complaint from me.

1

29. My organization disregards my best
interests when it makes decisions that
affect me.

I

30. Help is available from my
organization if I have a problem.

1

3 1. My organization really cares about
my well-being.

1

32. My organization is willing to extend
itself in order to help me perform my
job to the best o f my ability.

1

33. My organization is willing to help me
if I need a special favor.

1

34. My organization cares about my
general satisfaction at work.

I

35. My organization shows very little
concern for me.

1

36. My organization would grant a
reasonable request for a change in my
working conditions.

1

)
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The following five statements concern vour beliefs about effort and compensation.
Please indicate your level o f agreement or disagreement with each o f the following
items.
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Strongly
Agree

Agree

Somewhat
Agree

Neither
Agree nor
Disagree

Somewhat
Disagree

Disagree

Strongly
Disagree
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37. An employee’s work effort should
depend partly on how well the
organization deals with his or her
desires and concerns.

1

2

3

4

5

6

7

38. An employee who is treated badly by
the organization should lower his or
her work effort.

1

2

3

4

5

6

7

39. How hard an employee works should
not be affected by how well the
organization treats him or her.

1

2

3

4

5

6

7

40. An employee’s work effort should
have nothing to do with the fairness
o f his or her pay.

1

2

3

4

5

6

7

41. The failure o f the organization to
appreciate an employee’s contribution
should not affect how hard he or she
works.

1

2

3

4

5

6

7

Strongly
Agree

Agree

Somewhat
Agree

Neither
Agree nor
Disagree

Somewhat
Disagree

Strongly
Disagree

Disagree

This part o f the survev focuses on the relationship vou have with vour co-workers at
your organization. By co-workers we mean those people you work with that have
equal status with you. When answering these items, please consider your working
relationship with your coworkers, not whether you personally like or dislike them as
friends. Please select the number that best represents your attitudes.

42. My co workers are supportive o f my
goals and values.

1

2

3

4

5

6

7

43. Help is available from my coworkers
when I have a problem.

1

2

3

4

5

6

7
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44. My coworkers really care about my
well-being.

1

2

3

4

5

6

7

45. My coworkers are willing to offer
assistance to help me perform my job
to the best of my ability.

1

2

3

4

5

6

7

46. Even if I did the best job possible, my
coworkers would fail to notice.

1

2

3

4

5

6

7

47. My coworkers care about my general
satisfaction at work.

I

2

3

4

5

6

7

48. My coworkers show very little
concern for me.

1

2

3

4

5

6

7

49. My coworkers care about my
opinions.

I

2

3

4

5

6

7

50. My coworkers are complimentary of
my accomplishments at work.

I

2

3

4

5

6

7

Strongly
Agree

Agree

Somewhat
Agree

Neither
Agree nor
Disagree

Somewhat
Disagree

Disagree
1

Strongly
Disagree

The following questions concern the tvpe of work vou do and the level o f interaction
vou have with vour co-workers with regard to the work vou do. Please indicate vour
level of agreement or disagreement with each item.

51.1 cannot accomplish my tasks without
information or materials from my
coworkers.

1

2

3

4

5

6

7

52. My coworkers depend on me for
information or materials needed to
perform their tasks.

1

2

3

4

5

6

7
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53. Within my group of co-workers, jobs
performed by workers are related to
one another.

1

2

3

4

5

6

7

54. My coworkers and I interact and
depend on one another to accomplish
our work.

1

2

3

4

5

6

7

55. Below you see seven faces. Select the face that best describes your overall
satisfaction with your job.

Below are listed several statements that describe various things people do or try to do
on their jobs. We would like to know how accurately each o f the statements describe
your own behavior when you are at work. Please select the options which best
describes your own actions.
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56. When I have a choice, I try to work in
a group instead o f by myself.

1

57. In my work assignments, I try to be
my own boss.

1

5 8 .1 seek an active role in the leadership
o f a group.

1
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5 9 .1 pay a good deal o f attention to the
feelings o f others at work.
6 0 .1 go my own way at work, regardless
o f the opinions o f others.
61.1 avoid trying to influence those
around me to see things my way.
6 2 .1 prefer to do my own work and let
others do theirs.
6 3 .1 disregard rules and regulations that
hamper my personal freedom.
6 4 .1 find myself organizing and directing
the activities o f others.
6 5 .1 express my disagreements with
others openly.
6 6 .1 consider myself a “team player” at
work.
6 7 .1 strive to gain more control over the
events around me at work.
6 8 .1 find myself talking to those around
me about non-business related
matters.
6 9 .1 try my best to work alone on a job.
7 0 .1 strive to be “in command” when I
am working in a group.

1
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71. How satisfied are you with the performance evaluation system your organization
uses to evaluate the quality o f your work?
Extremely
dissatisfied

Dissatisfied

Somewhat
Neither
dissatisfied satisfied nor
dissatisfied

Somewhat
satisfied

Satisfied

Extremely
satisfied

72. How satisfied are you with the technical support that you receive from your
supervisor?
Extremely
dissatisfied

Dissatisfied

Somewhat
Neither
dissatisfied satisfied nor
dissatisfied

Somewhat
satisfied

Satisfied

Extremely
satisfied

73. How satisfied are you with the emotional support that you receive from your
supervisor?
Extremely
dissatisfied

Dissatisfied

Somewhat
Neither
dissatisfied satisfied nor
dissatisfied

74. Please indicate your sex:

Somewhat
satisfied

Satisfied

Extremely
satisfied

Male
Female

74b. How many children do you have (age 18 or younger)? _____
75. What is your age in years as o f today’s date?_____
76. Please select the job level that best corresponds to your position:
clerical/administrative
associate/independent contributor
manager
director
77. How long have you been working at your organization?
Years
Months
78. Are you employed full-time (35 hours per week or more) or part-time (less than 35
hours per week)?
Full-time
______ Part-time
79. Are you paid on an hourly basis or paid on salary?
Hourly
Salary
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80. Do you ever stay home to work instead o f traveling to your organization? (If yes,
skip to question 82. If no, please continue.)
Yes
No
81. Please select the alternative that most closely matches your reason for not
telecommuting / teleworking: [After this question, go to the bottom o f the survey and
click “submit survey.’’]
I don’t choose to.
The type of work I do requires my presence at the office.
My supervisor will not permit me to work from home, even
though I could complete at least some o f my work from home.
My manager does not support telecommuting in general.

Teleworker only questions:
82. In the past two months, how often did you work from home instead o f traveling to
your usual workplace? (If you are a new telecommuter / teleworker [less than 2
months], indicate how often you have worked from home since you began your new
arrangement.)
One day per month or less
Two days per month
1 day per week (4 days per month)
2 days per week
3 days per week
4 days per week
5 days per week
83. In this organization, how long have you been a telecommuter?
Less than one month
At least one month but less than three months
At least three months but less than six months
At least six months but less than one year
One to two years
More than two years
84. What type(s) o f equipment / information technology do you usually use when
working from home? (Select all that apply.)
Telephone
Computer
Fax
Modem / Network Connection
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85. How does the equipment you use at home compare to the quality o f the equipment
at the office?
Home equipment much lower quality
Home equipment slightly lower quality
Home / office equipment comparable quality
Home equipment slightly higher quality
Home equipment much higher quality
86. On average, how often do you communicate (either via phone or e-mail) with your
supervisor, coworkers, and customers/clients when you work from home?
a. Supervisor

Never

b. Coworkers

Never

c. Customers/
Clients

Never

Usually less
than 1 time per
day
Usually less
than 1 time per
day
Usually less
than 1 time per
day

Usually at
least once per
day
Usually at
least once per
day
Usually at
least once per
day

Between 2 and
4 times per
day
Between 2 and
4 times per
day
Between 2 and
4 times per
day

Five times or
more per day
Five times or
more per day
Five times or
more per day

87. When you work from home, what type o f work do you engage in most frequently?
Writing
_____ Research
Reading
_____ Data Entry
Teleconferencing
_____ Other
Providing Customer Service

88. Do you have children at home with you during the day when you telework, for
whom you are the primary care-giver?
Yes (please answer question 89)
Some o f the time (please answer question 89)
No (go to question 90)
89. How many children and what are their ages?
Number of children:____
A ges:________________
90. Do you telework as part o f a formal program within your organization or do you
have an informal agreement with your supervisor?
Part of a formal or established telework / telecommuting / trip
reduction program.
Informal agreement or arrangement with my supervisor
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91. To what extent is your work monitored when you work from home? (In other
words, to what extent is it detectable by your supervisor whether or not you’re actually
working when you’re home?)
Not at all

Slightly

Somewhat

Usually

Closely

92. To what extent do you think your supervisor can accurately judge whether you are
actually working when you are at home?
Not at all

Slightly
Moderately
Accurately Accurately

Judges
Pretty Well

Completely
Accurately

93. To what extent do you feel distracted when you work at home?
None

A little

Some

A fair
amount

A great
deal

Thank you for taking the time to complete this survey. Your cooperation is
appreciated.
Click “Submit Survey” now to send your responses.

Submit Survey

Clear Responses
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